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PREFACE 


During the twenty-five years that conference leadership train- 
ing has been given, comparatively little has been written about 
the actual, practical step-by-step procedures to be used. There 
is much literature on the broad philosophical and general aspects 
that contains the fundamentals upon which the step-by-step 
procedures are founded. As a result, most conference leadership 
training has been conducted from outlines prepared by the lead- 
ers. This book will, it is hoped, fill the need for a narrative 
treatment of the specific conference methods used in business 
conferences and in purely training conferences. In addition, it 
attempts to define the problems peculiar to the day-to-day busi- 
ness conference and, through clarification of existing miscon- 
ceptions, to stimulate the use of conference leadership methods 
in handling them. 

No attempt has been made to provide an over-all philosophical 
background treatment of conference leadership and conferences. 
By far the greater proportion of available works on conferences 
and conference leadership devote themselves almost exclusively 
to the more general philosophical phases of the subject and the 
conference setting rather than to the actual conference leadership 
procedure itself. Only such theoretical and background material 
as is essential to an understanding and appreciation of the con- 
ference process and the actual technique of conducting confer- 
ences has been included. It is hoped that this treatment of 
conference leadership will provide a matter-of-fact, down-to- 
earth, step-by-step guide that can be applied to the ordinary 
business conference os well as to conferences of a purely training 
nature. 

The type of material and its arrangement reflect the methods 
used in presenting it. The methods of instruction are varied 
throughout leader training conferences to meet the needs of the 
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subject under discussion. Certain items are covered on a 
straight Informational basis followed by discussion, while others 
are handl ed on a Shaped Developmental or a Purely Develop- 
mental conference basis. To be consistent with the principles 
and procedures outlined in the book, the form and arrangement 
of the book itself have been specially devised and set up. True- 
false, completion, and matching teats have been provided and, 
wherever possible, flow diagrams summarising the key ideas in 
the chapters so as to enable the reader to check on his under- 
standing of the material presented. Suggested exercises and 
observations have also been devised so the reader may test and 
check his acceptance of the material. This permits the achieve- 
ment of as thorough an appreciation of conference leading m is 
possible without the conference leadership practice sessions that 
are a part of an actual leader training conference. 

Conference leadership training and, in turn, this book are 
susceptible to the same failing that is characteristic of any 
detailed treatment of a subject. The very fact that each part 
is subjected to detailed discussion and scrutiny tends to build 
up a feeling of complexity in the mind of the learner or reader. 
It is essential to keep in mind at all times the false impression of 
the forest that results from a detailed scrutiny of each of tho trees. 
All conference leaders should be cautioned to absorb tho material 
thoroughly, 1 to complete proper planning for their conference, and 
then to avoid too consoious an effort to follow and check on each 
step and detail of the procedure as they attempt to use it. In 
fact, after having absorbed the procedure and prepared the con- 
ference material, the leader should depend upon his natural 
reactions and subconscious mind to carry him through. Unless 
the process is done in a natural, uninhibited manner, ite very 
artificiality will defeat its purpose. 

The author would like to pay tribute to the late Charles R.. 
Allen, whose work as Superintendent of Training for the Emer- 
gency Fleet Corporation in tho First World War and with the 
Federal Board of Vocational Education during subsequent years 
supplied many of the early fundamentals upon which present-day 
conference leadership techniques are baaed. The author la 
indebted to Norman W. Kingsley, Plant Employment Engineer, 
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Amencan Telephone and Telegraph Company, without whose 
encouragement the writing of this book would probably never 
have been undertaken. Also, he wishes to express his apprecia^- 
rion for the assistance given by George F. Pieper, General Plant 
Training Supervisor, New England Telephone and Telegraph 
Company, in the preparation of the chapters on Discussion Con- 
trol and Conference Settings. 


New York, N.Y., 
January, 1946, 


Earle S. Hannafoud. 
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CONFERENCE LEADERSHIP IN 
BUSINESS AND INDUSTRY 




CHAPTER I 

CONFERENCE LEADING AND ITS 
EVERYDAY BUSINESS APPLICATIONS 


HUMAN RELATIONSHIPS AS THE BASIS FOR 
CONFERENCE LEADING 

Before investigating and discussing the principles of confer- 
ence leadership, it will bo well worth while to review briefly 
some of the general human relationships and background upon 
which it is based. This will permit a better understanding and 
appreciation of the methods themselves. 

The exchange of ideas and the formation of opinions and 
decisions through conversation is, without doubt, one of man’a 
major distinguishing characteristics. It is directly rolated to the 
ability to reason, which seta him apart from tho lower animals. 
Obviously, all our human contacts, whether of a social or business 
nature, are made through use of conversation. Meetings, group 
discussions, and conferences are based on tho same general 
fundamental principles as apply when two people are conversing. 

The fundamental principles used in conference leadership are ' 
merely special applications of the many things we already know 
and use in our everyday contacts with people. Actually, our 
main job will be to draw out of our experience the particular 
ideas and practices which apply to conference leading and review 
and arrange them with it in mind. Of necessity, we are all 
constant users and experimenters in practical psychology; tho 
conscious study of it in terras of conference leading will produce 
all the tools that we will require. 

Conference leadership is primarily a practical, everyday tool 
for use in day-to-day business conferences and contacts. When 
■ - * l 
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it is properly set up and a knowledge of the various methods and 
processes is obtained, its possible uses in bum now and industry 
by far outweigh and overshadow its uses on a purely training 
basis. Conferences have always existed and always will, for 
they are an inherent part of all business and industrial arlivity. 
Conferences will continue, regardless of whether we ever learn 
to make the tremendous savings in time, money, and wear and 
tear on our nervous systems which result from proper applica* 
tion of the prindplee of conference leadership. 

IDENTICAL ASPECTS OP CONFERENCE LEADING 
AND HANDLING PEOPLE 

Stripped of all its folderol and expressed in the simplest terms, 
the supervisor's, the superintendent’s, and tho executive's job* 
all difier from the craftsman’8 in one simple, fundamental way. 
Instead of working with their hands and using tools and mute rials, 
they deal with people, sometimes os individuals, but much mom 
often as groups. The higher up tho lino of organiaation one 
goes, the more evident it is that their work is accomplished 
through dealing with people, conveying to thorn an understand- 
ing of what is desired or is to be done, and obtaining their accept- 
ance of it. No matter how we view it, the further up the lino 
we get from actually doing the productive work, tho more success 
and economy of time and effort in accomplishing our objective 
depend upon the ability to handle people. The ability to recog- 
nize the possible procedures open to us and to apply tho practical 
rules of shaping people’s thoughts and actions is indispensable. 

. | Some people seem to have a natural facility for seining upon 
'or stumbling upon the practical, effective methods of guiding 
others along the lines which they wish them to go. Most of us, 
after years of experience, arrive at some workable ideas but are 
not absolutely sure as to the whya and wherefores of them. 
.Conference leadership merely gathers together the practical 
experience of many people in this connection and, in so doing, 
shortens the trial-and-error period we must go through to make 
it possible for individuals and organisations consciously to apply 
proper procedures and eliminate those which are not effective. 

The remark is often made that a supervisor’s or an executive’s 
job is, in many ways, chiefly made up of training others. This is 
obviously true of first-line supervisors or foremen where the mala 
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objective is to make sure that the worker has an understanding 
of what he is to do, how he is to do it, and that he oan actually 
do it. No concern is expressed as to whether the worker’s 
voluntary acceptance of the method used is obtained, for accept- 
ance of it as the proper economical method is a function of 
supervision and management. When supervisors and manage- 
ment representatives deal with each other, they have the added 
problem of getting voluntary acceptance as well as an under- 
standing of what they wish to convey. The dealings of super- 
visors, superintendents, and executives with others on their own 
level, or above and below it, are founded on this one major 
principle. They must gain acceptance of their ideas in addition 
to giving the others concerned an understanding of them. In 
this way conferences differ from purely training sessions, as they 
must provide for both the expression of ideas and reactions as 
well as a means of arriving at an acceptable conclusion. Con- 
ference leadership provides the necessary principles and methods 
for gaining this double objective. It also provides the pro- 
cedures for shaping and guiding people's thoughts bo as to 
achieve an acceptable conclusion, as well as determining when to 
seek understanding only, or both understanding and acceptance. 
Conference leadership includes how to recognize the different 
stages in the process and the tests which will Bhow the validity 
of the conclusion itself, 

THE EVERYDAY BENEFITS AND USES OF 
CONFERENCE LEADERSHIP 

One of the seldom recognized by-products of conference leader- 
ship training is its effect upon intelligent participation in a 
conference. When he has an understanding of the principles 
of conference leadership, an individual can participate os a 
conferee on a much more intelligent, cooperative basis. His 
knowledge of conference technique and various conference 
processes makes him unconsciously avoid many of the errors 
which often can make the day-to-day business conference such 
a wandering, indirect, and inconclusive affair. A knowledge of 
conference leadership enables him to avoid one of the most 
oommon involuntary failings of teachers, leaders, and super- 
visors, viz., the inherent tendency to put one’s best foot forward. 
We involuntarily concentrate on putting across an impression 
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of our own smartness, cleverness, and outstanding ability. It 
is only natural to do this, but wo should never forget the old 
saying that there are two kinds of supervisors and tm-hm, those 
who struggle to impress others with how good they are and those 
who teach or put across the knowledge or subject matter. No 
supervisor or teacher, for that matter, is paid to convey to others 
an understanding of his own superior capabilities. In fact, open 
parading of actual or fancied superiority cannot but inspire a 
feeling of inferiority. Conference leadership Uwhniqutw am 
suoh as to compensate for this and, in so doing, provide a tool 
most vital to success as a supervisor. 

Conference leadership is baaed upon and calls for the use of 
the same qualities as any other kind of leadership. It is a must 
vital and satisfying human experience, for we cannot live to 
ourselves and our lives must be a scries of contacts and experi- 
ences with people. The prime requirement of conference leader- 
ship is that the loader must like and enjoy working with |*-«ple, 
their ideas, and their reactions. Without this quality, wircews 
in Wilin g people in conferences will be limited in the wirnc way 
as in any other type of leadership or supervision. 

The principles of conference leadership are particularly helpful 
for administrative, supervisory, mid staff personnel because of 
the quirk in human nature that causes those with authority to 
confuse the operation of that authority with their own personal 
ability to handle people. The clergyman, teacher, and parent 
often think they are experts in human relations bmunw they 
pass upon and judge those under their control. In the same way, 
the boss, because of his authority and his right to employ and 
discharge, to grant or not grant increases, to promote or demote, 
and to insist upon compliance, unconsciously assumes a sense 
of excellence in ability to handle people. The basic principles of 
shaping and guidance of people’s thoughts and reaetiona iui used 
in conference leadership contribute much to any HUjajrvisor’a 
growth in ability to control the voluntary reactions of people. 

MISCONCEPTIONS OP CONFERENCE LEADERSHIP 

There has been some tendency in the past to consider confer- 
ence leading a specially designed tool to lie used in formal 
training conferences but not of much practical value in ordinary 
business conferences. This no doubt arose from the widespread 
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use of the purely developmental conference method in which 
time is not a factor and from the limited use of the shaped 
developmental and informational type of discussions. It was 
further aggravated by an incomplete understanding of the differ- 
ences between conferences and the various other types of meet- 
ings and the failure to select the right type of meeting to achieve 
the objective sought. 

In some respects the name “conference leadership" is a miB- 
nomer because the basic principles involved, when applied to 
their fullest extent, go much further than conducting conferences. 
They give a new insight into the underlying relationships between 
people and present valuable opportunities for the development 
and growth of the leader himself. The first Btage in this develop- 
ment comes with the realization that, in conference leading as in 
all other leadership, the right to leadership carries with it the 
obligation of listening to those who are led. Leadership which 
does not carry with it voluntary acceptance by those who 
are led is never true leadership, Binco it is attained through 
domination. 

One of the most difficult early lessons of the conference leader 
is to train himself to listen to the ideas and reactions of others 
without interjecting his own as a controlling factor. He learns 
to restrain his desire for self-assertion and to control and guide 
others through the compelling power of their own viewpoints so 
adjusted as to moot the group’s and, in some cases, the leader's 
requirements. No leader or supervisor has even opened the 
vistas of true leadership until he realizes and understands the 
immense power and many uses of the various types of questions 
and the involuntary reactions stirred up in those who answer. 
Beal leadership must be based upon an understanding and insight 
into how people react for it is simply the essence of getting along 
with others. 

In itself, conference leadership is not the main objective of 
any business. Its use in other than purely training conferences 
must further the economical and efficient conduct of the 
business if it is to be justified. Conference leadership, when 
properly applied in day-to-day business conferences and con- 
tacts, is indispensable to gaining a thorough understanding of 
objectives, methods, and results. 



CHAPTER II 


meetings and conferences 

DEFINED 


the range and scope op human contacts 

FOR BUSINESS AND SOCIAL PURPOSES 

Since the human race appeared on the earth, there ha* of 
course been on endless chain of contacts or meetings la-twecn 
individuals and groups for the purpose of survival m well as for 
social progress in a recreational and a cultural way. With Urn 
gradual progress and accomplishments of etvilimUon, survival 
for most of ns is achieved through the competitive channels of 
the various crafts and professions, with by far the greater part 
of us depending upon some branch of business ami industry. 

Except in times of war, the tools and skills we require include 
more and more the ability to get along with our fellow Itring* and 
to gain their voluntary understanding and cooperation rather 
than to drive them with clubs and weapon* to do our bidding. 
The art of conversation between individual* and that of group 
discussion have become increasingly important laith in busina* 
and industry and in social life. 

Through our study of conference leadership, we equip our- 
selves not only with conceptions and skills nemwary to nur pro- 
ductive careers but also with qualities that help to make all our 
social contacts and meetings more stimulating and beneficial. 

Life is a continuing series of contacts, meetings, anti gatherings 
with others. Before we can proceed with our study of conference 
leadership, we muBt find a means of classifying all the meetings 
and gatherings we experience as to basic types. Following this, 
we must determine in just what way conferences differ from other 
types of meetings. When we have achieved these two starting 
objectives we shall then be able to concentrate intelligently upon 
conference leadership. 

POSSIBLE TYPES OF MEETINGS AND THEIR CLASSIFICATION 

Personal oontacts involving the exchange of idea* and tiro 
reaching of conclusions or decisions through conversation are 
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termed "meetings,” in the broad sense of the word. For the 
purposes of our discussion, we shall consider only meetings 
involving groups of individuals, since contacts between two indi- 
viduals are of a more limited and specialized nature. Although 
the same basic principles apply in both coses, we shall focus our 
attention primarily upon the methods and rules which govern 
meetings of groups of individuals. 

The term “conference” has often been rather loosely used. 
We must determine just what a conference is and how it differs 
from other meetings before we can set up a procedure for con- 
ference leading. We must therefore first enumerate and con- 
sider the possible typos of meetings and decide which ones are 
conferences. In order to arrive at a logical list of the possible 
types of meetings, we must first determine upon a basis for their 
classification. The most practical and useful basis for this 
classification is arrived at by designating them by their funda- 
mental objective or purpose. Experience has shown that any 
typo of meeting will fall under one of the following classifications 
or, in Bomo cases, a combination of them. Sometimes what wo 
call a meeting is made up of several parts, or it may so change its 
character and complexion during its courso that it is a combina- 
tion of two or more meeting types. Considering meetings accord- 
ing to the basic types it is possible to have, we can arrange them 
in a sequence of normal progression and development if we decide 
upon a standard for comparison. The standard that we shall 
use is the extent to which one man controls the decision reached 
by the group. 


Tiras of Meetings 

Purpose Name 

1. To tell the group something Instruction 

2. To get an expression of opinion Opinions requested 

3. To develop somo idea or purpose for the group Informational 

4. To have tho group develop a procedure to be followed Developmental 

5. To reconcile conflicting interests (not opinions) ..... Itooonciliation 

6. To achieve a general, noimpoolfia purpose — no single 

objective for the group Nonspcnifio 


Tho outstanding thing that we notice when wo consider tho 
types of meetings and Fig. 1, which shows them graphically, is 
that in Type 1 one man is in control, whereas in Type 0 no ono 
is in control of the group. In Typos 2, 3, and 4, there is a com- 



8 CONFERENCE LEADERSHIP IN BUSINESS AND INDVSTRY 

bmation of control as to the derision reached, since the group 
does contribute something to the determination of a (Won m 
each of them. The flow is practically aU one way »« Type 2 
where opinions are obtained but the decision is made by the group 
leader or the authority. In Types 5 and 0 the group b in con- 
trol, since it determines the procedure to follow. In Type 0, it 
must be borne in mind that the group aa a whole has only a vague 
over-all objective and in some cases none whatever. 



C 


Y/////////////M 1 


Extent to which one nun (leader) control* poo a CK«*ofl 
Extent to which group participate m making Ceovon 
Fro. 1. 


POSSIBLE TYPES OF MEETINGS ILLUSTRATED 

Let us consider a brief illustration of each of the typo* of meet- 
ings in order that we may define them more clearly. Kttppoae 
that the superintendent called all his staff into his office anti made 
the flat statement that, starting the first of the week, the office 
hours would be changed from eight until five to nine until six. 
It is obvious that the group had nothing to nay with rouped to 
the decision nor were their opinions asked. They were merely 
told what to do. 

Let us carry the supposed case a little further. 'Hie boras, or 
authority, might have called his supervisors into his office and, 
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instead of merely stating what he wanted done, asked each one 
for his opinion on making such a change in the working hours. 
In this case each one would have contributed his opinion and 
then the boss or authority would have made up his mind as to 
what he wanted done and issued the order. The interchange 
would be all one way and the group would not control the final 
decision. A combination of one-man and group control would 
exist in spite of the fact that the group’s only participation in the 
decision was one of contribution of ideas. 

In still another case, the superintendent might have called the 
supervisory group together and, through group discussion, devel- 
oped for them the conclusion that the office hours should be 
changed. This type of meeting would primarily be informational 
but would provide a much greater degree of group participation, 
even though in Type 3 meetings the balance of control is with the 
group leader. 

To carry our theoretical case still further, we might have an 
instance in which the superintendent called his staff together, 
presenting the problem and guiding the discussion but allowing 
the group to set up the procedure to be followed. This is a Type 
4 meeting; since the decision is developed by the group, control 
has passed entirely to it, although the actual conduct of the dis- 
cussion is a function of the group loader. 

Under wartime conditions the superintendents or department 
heads might have to meet in order to stagger the working hours 
of the various groups so as to lighten the peak-load burden on 
transportation systems. Although the general manager or rank- 
ing authority might act as group leader, the primary function of 
the meeting would be one of correlation of conflicting interests in 
such a manner as to meet an over-all objective. Another 
excellent illustration of a Type 5 meeting is a peace conference in 
which none of the parties will be completely satisfied since no 
over-all 100 per cent group acceptance can be obtained. 

There are many illustrations of Type 0 meetings. A group of 
employees go on a picnic as a matter of general recreation. Dur- 
ing the picnic, small groups pursue different recreations and the 
over-all objective is of a rather loose and vague type. Neither 
group control nor one-man control is very much in evidence. 
Other examples of Type 6 meetings are the fortuitous gathering 
of commuters on a homeward-bound train, and a group which 
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has gathered at a traffic light waiting to cross the street when it 
changes. 

WHAT CONSTITUTES A CONFERENCE 

Before exploring the subject of meetings further, we should try 
to pin down and define exactly what we mean by the word “con- 
ference” and fit it into the general scheme of meetings. This 
will give us the right perspective with respect to conferences and 
will enable us to determine what type of meeting Bhould bo used 
for a particular purpose or objective and also the method of 
planning and conducting it. 

Conferences have always existed; they were not the invention 
or development of any particular individual or group. In our 
attempts to systematise and arrange our ideas about them, we 
should bear in mind that we are merely rearranging our ideas 
with respeot to something that has always existed and always 
will. Whether or not we succeed in so orienting ourselves as to 
enable us to set up a method of procedure for conducting con- 
ferences in a more orderly, economical, and understanding way, 
conferences will always be with us. It will not be possible for us 
to change a single one of the basic, inherent psychological reac- 
tions or motives which make up human nature. Conference 
leadership merely enables us to suit the methods used to human 
nature. Our chief objective is to consider conferences from a 
business and training standpoint. 

In a business, as in ail other human contacts, very little could 
be accomplished without what we call “conferences.” This iB 
due mainly to the fact that routine practices and instructions 
can never be developed to the point where they will cover all 
situations without fail. Owing to the human element, routine 
practices would eventually fail and a decision would be required. 
Decision can only be made by authority. Three ways are open 
for authority to arrive at a decision. 

1. The boss can make a decision on his own judgment, knowl- 
edge, and experience. 

2. He can seoure the aid and opinions of others, still reserving 
the right to make the decision himself. 

3. He can delegate the decision to a group. 

The third procedure is a comparatively recent one in industry 
as its use has become widespread only during the last fifty years. 
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It reflects the parallel development in business and industry of 
the same basic principles that evolved in government and social 
consciousness. The delegation of authority to groups, both in 
government and in industry, was the first step toward what wo 
call “democracy*' which distributes control among the responsible 
parties in a venture. 

Referring to the six types of meetings that wo have discussed, 
we find that the first two channels which authority may ubo to 
arrive at a decision are identical with the first two types of meet- 
ings listed, while the third in a general way embraces all the other 
types of meetings with the exception of Type 6, which has no 
definite purpose or objective and which does not play a part in 
the conduct of a business. 

Webster, in his all-encompassing knowledge, defines a confer- 
ence as a meeting for an interchange of opinions. Recognising 
the fact that opinions are formed as the result of our thoughts and 
reactions, a more complete definition of a conference would be: 
A conference is an oral interchange of thoughts and reactions. We 
may teBt and define the scope of our new-found definition by 
reviewing and classifying the following list as to typo of meeting 
and whether or not each is a conference. 



Typo nf 
meeting 

(Vtnfer- 

cncn 

a. You signal for a left turn ; a traffic cop motions you on . 

1 

No 

6. A board of directors meets to decide upon u proposed 
change in policy 

4 

Yes 

c. Vocational instructor training group 

3 

Yes 

d. A radio news commentator 


No 

e. Meeting to sot up a plan to handlo a biwinosa emer- 
gency. 

II 

Yes 

Yaa 

/. Meeting of management and union representatives . . 



In the broad sense, a conference does not havo to result in a 
decision, nor is authority to place the decision in effect a neces- 
sary attribute of a conference. As a matter of information tuid 
to summarize the conclusions wo have reached, let us list 
and classify the six types of meetings as to whether they are 
conferences. 
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Type of 
meeting 

Con- 

ference 

Remarks 

1 

1 

No 

One man controls decision, or conclusion since it is not 
based on interchange of thoughts and reactions — one 
way 

2 

No 

Group participates only slightly in conclusion and there 
is no real interchange of thoughts and reactions 

3 

Yes 

Group participates in conclusion and interchange is 
greatly increased. One-man control still predominates 

4 

Yes 

Group participates in conclusion and interchange is very 
high. Group control predominates 

6 

Yes 

Group is in control and there is high interchange 

6 

No 

No specific group purpose 


From our classification of the six types of meetings, we see that 
only three of them are really conferences. Type 3, the Informs*- 
tional meeting, Type A, the Developmental meeting, and Type 6, 
the Reconciliation meeting are all conferences. It is interesting 
to note that all the conference types of meetings are subdivisions 
of the third and newest of the three ways in which authority may 
arrive at a decision, that of delegation of the decision to a group. 
Thus, the conference is a truly American institution and is char- 
acteristic of our way of life. It is not surprising, therefore, to 
hear businessmen from other countries remark upon the sur- 
prisingly large use of the conference in American business and 
industry. 


RELATION BETWEEN GROUP PARTICIPATION 
AND GROUP ACCEPTANCE 

We must not overlook the fact that all the five types of meet- 
ings with which we are concerned have a definite place in business 
and industry and that it is important to know when and how 
each should be used. The differentiation between the first five 
types of meetings and the sixth iB that all the first five have one 
thing in common — to get the same viewpoint effective. The 
expectaaoy of group acceptance varies with the part that the 
group plays in determining the conclusion or decision reached. 
In Fig. 2, the expectancy of group acceptance is shown by the 
dotted line; it is highest for Type 4 meetings where the group 
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sets up tho procedure to bo followed and the leader's main func- 
tion is assisting and guiding tho group to a derision. 

The expectancy of acceptance attainable in each of tho five 
types of meetings is most important, for it is the main item about 
which the selection of the type of meeting to suit the purpose 
sought centers. The degree of acceptance which may logically 
be expected from each type of meeting, as shown in Fig. 2, is 
based upon the extent to which each type of meeting provide® 



a - Group control of condition or decision, 
b- One man control of conclusion or decision. 
x-x» Expectancy of complete group acceptance. 


Fra. 2. 

for checking the acceptance obtained. Thus, in Type 1 no check 
is made of acceptance while in Type 2 a alight indication of 
acceptance is obtained through seeking opinions. In Type 3, 
which is the first of tho conference-type meetings, some actual 
check of acceptance is made, while in Type 4, where the group 
sets up the procedure and determines the conclusion, the expect- 
ancy of acceptance is 100 per cent. In Type 5 the expectancy of 
acceptance decreases, primarily because of the compromise typo 
of adjustment which is inherent in reconciling differences. As an 
illustration, in negotiations between management and union 
representatives an agreement must be reached if possible. 
Although compromises are effected, acceptance by both parties 
in the sense that they really unreservedly believe the conclusion 
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to be wholly acceptable from their standpoint is seldom reached, 
This is also true in peace conferences, where none of the partici- 
pants will be really satisfied unless all hia objectives and aims are 
realized without compromise. 

As pointed out in Chap. I, the distinguishing feature of the 
conference as opposed to other types of meetings is its provision 
for obtaining group acceptance of the decision or conclusion. 
All types of meetings have an expectancy of 100 per cent under- 
standing but only conferences provide for the expression of 
reactions so as to obtain acceptance as well. Figure 2 shows that 
the expectancy of acceptance does not go above 50 per cent until 
it reaches the first conference-type meeting, Type 3, the Informar 
tional meeting. Acceptance provides for the voluntary coopera- 
tion which is characteristic of copartnership in a venture and 
carries with it all the psychological benefits which are not present 
when we merely obey without having had the opportunity to gain 
a hearing of our own reactions. The mere privilege of expressing 
our views, having our questions answered, and having reasons 
pro and con discussed calls for the cooperation which eon only 
be given when we believe in what we are doing. 

The training conference which gives a foreman his job training 
methods is a good illustration of a Typo 3 meeting and the super- 
visory methods training conference is an example of the Type 4 
meeting. In both of these there is an oral interchange of thoughts 
and reactions which has as its objective obtaining group acceptance 
of the viewpoint or conclusion reached. Wo have therefore broad- 
ened our original definition of a conference to include group 
acceptance of a viewpoint or conclusion. Note that it still does 
not include the authority to place into effect the decision reached. 
Thus our definition of a conference is now as follows; a conference 
is a meeting for an oral interchange of thoughts and reactions in 
order to get group acceptance of a viewpoint or conclusion. 

ADJUSTMENT 0'S LEADER’S FUNCTIONS TO TYPE OF MEETING 

Each type of meeting calls for a particular method of handling 
by the group leader. Someone must be designated as the leader 
if a meeting is to achieve its purpose. Otherwise, some member 
of the group must take over the leader’s function or the meeting 
becomes aimless, uneconomical in its use of time, and, in many 
cases, futile and inconclusive. We are of course limiting our 
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discussion to the first five types of meetings in which the general 
purpose is to get understanding and acceptance of a particular 
viewpoint. 

In addition to determining the type of meeting and the func- 
tion of the leader, the purpose also indicates the degree of group 
participation which is desired and through it, the method of 
handling to be used by the leader. It should be borne in mind 
that, if maximum acceptance and carry-over with the group are 
desired, maximum group participation is necessary. 

Some meetings change their type as particular items are 
brought up for consideration and conclusions reached with respect 
to each of them. Furthermore, certain meetings are actually a 
combination of one or more of the standard types. From this it 
is clear that the term “meeting” itself has two or three usages. 
We have used it here to designate a gathering which extends over 
some particular period of time and during which several items 
are brought up for discussion. In addition, we have used the 
words “type of meeting” to indicate the varying types of 
handling which might be givon to each of the component parts 
of the over-all meeting. It is not at all unusual for the members 
of a group to experience several types of meetings at one sitting, 
providing the group leader is aware of the need for adjusting tho 
type of meeting to the purpose sought. The leader might also 
be the possessor of the necessary authority and wish to issue 
orders in connection with a particular Bubject. In a business 
conference, he might use this as a means of setting up the ground 
rules for the discussions which would follow. On certain items 
he might wish merely to get opinions before reaching his own 
decision while on otherB it might be desirable to allow tho group 
to develop and determine the procedure to be followed. 

We must at all times be sure to use the term “meeting” care- 
fully and define how we are using it since, when used in the over- 
all sense, there may be little or no significance other than to 
indicate that there was a gathering. 

When the purpose of the meeting results in tho choice of a 
Type 3, 4, or 5 meeting, tho part that the leader plays in deter- 
mining the conclusion varies and decreases as wo go from Typo 
3 to 5. As a result, his function iB many times purely one of 
guiding and shaping the group discussion so as to reach an 
accepted conclusion. 
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Several illustrations of the relationship Iwtwccn purpose, type 
of meeting, and leader’s function are shown below: 


Nature of gathering 

Type 

Purpose 

leader's function 

1. High-school doss 
session. 

1 

Instruction 

Instruction 

2. Disarmament or 
peace conference. 

5 

Reconciliation 

Guidance and shaping 
of discussion 

3. Leader training 
conferences, 

4. Lecture at engi- 

3 and 4 

Informational and 
developmental 

Authority, shaping, 
and guidance 

neering society. . . . 
5. Meeting of man- 
agement represen- 

1 

Instruction 

Instruction 

tatives with union. 

5 

Reconciliation 

Guidance nnd shaping 
of discussion 


WHY MEETINGS AND CONFERENCES SOMETIMES FAIL 

With very little thought, all of us can recollect many meetings 
we have attended which were improperly handled. This is 
particularly true of many of the day-to-day business conferences 
in which a group of representatives of different departments get 
together to reach a conclusion and obtain group acceptance of it. 
Often failures are the result of a lack of knowledge of applied 
conference leadership, but many flop because of 

1. Not selecting the proper type of meeting for the purpose. 

2. Not selecting the right method of handling for the type of 
meeting. 

3. Not having had group participation. 

4. Not summing up or crystallizing the group conclusion. 

Not selecting the proper type of meeting for the purpose sought 

leads to many ineffective meetings and conferences. It is not 
difficult to recall instances in which the leader held a discussion 
in such a manner as to give the impression that the group was 
forming the conclusion which was to be followed, and then 
summed up the conference by telling them what had to be done. 
In other words, a Type 3 or 4 meeting of the conference type 
was used when a Type 1 meeting was indicated. One of the 
most unfortunate mistakes is the use of a Type 3 conference 
procedure when a Type 6 for the reconciliation of differences 
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should be used. When conflicting interests must bo reconciled 
it is practically impossible to have the group develop a conclusion 
or procedure and to attempt to get complete acceptance by 
expecting them to agree that it fulfills all their objectives. * 

Failure to use the correct leadership methods and technique for 
handling the type of meeting chosen usually results in confusion 
on the part of the group as to what is expected of them in the way 
of participation and in determining the conclusion. The results 
of mistakes of this type will be more apparent after leadership 
methods have been described and discussed. 

Lack of attention to Items 3 and 4 gives rise to situations in 
which group members later take exception to conclusions 
reached at the conference. How many times have you had 
members of a conference group call and say, “I have just thought 
the matter over and I don’t agree with what we decided to do ” 
or, “ What was it wo did decide to do at the conference?” Group 
participation is essential to group acceptanco, and summing up 
and crystallizing the conclusion reached are necessary to under- 
standing. These four items are simple but highly important. 
No matter how skilled a leader may bo if he does not select tho 
right type of meeting he is lost; on the other hand, a conference 
leader with poor conference leading technique can get by if he 
makes the proper selection. 
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INDEX TO 
DIAGRAM 



Fig. 8. — Flow diagram summarising Chap. II. 


TRITE-FALSE QUIZ 

True False 

1. The same fundamental conceptions do not apply to a con- 
versation between two people as to a meeting of a group. 

2. All meetings consist of personal contacts resulting in the 

exchange of ideas through conversation. 

3. All meetings can be classified under one of six basic types 

or a combination of them. 

4. One man controls the decision in all Bix types of meetings, 

8. The group’s function in any meeting iB to assist the leader 

to reach a decision. __ 

8. Typo 1 meeting: A top sergeant assigns the duties for the 
day. 

7. Type 2 meeting: A man appears at a draft-board hearing 

upon his appeal of a decision. 

8. Type 3 meeting: Meeting of aboard of diroctora to sot up 

new policies. 
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True False 

9. Type 4 meeting: A lodge picnic. 

10. Type 5 meeting: A boy scout leader teaching handicrafts. 

11. Typo 6 meeting: War Labor Board bearing of a case 

between labor and management. — — - 

12. There are only two ways for a boss to arrive at a decision. 

13 . A conference is an oral interchange of thoughts and 

reactions. . — 

14. Types 1, 2, and 6 meetings are not conferences because 

reactions are not expressed. __ 

10. A conference must arrive at a decision and have authority 
to place it in effect. 

16. The degree to which one man (the loader) controls the 
decision reached in a meeting decreases progressively as wo go 

from a Typo 1 meeting through Typo 0. __ 

17. Group participation in the conclusion decreases os we 

progress from a Type 1 meeting through Type 6. 

18. Group acceptance of the conclusion is greatest in a Typo 6 

meeting. 

19. Group acceptance of a conclusion dopends directly upon 

the degree to which the group controls the decision reached. __ 

20. 100 per cent acceptance and 100 per cent understanding 

are the same, for understanding demands acceptance. . , 

21. A more complete definition of a conference is "A confer- 

ence is a meeting for an oral intcrchnngo of thoughts and 
reactions in order to get group acceptance of a viewpoint or 
conclusion. 1 ' 

22. There muBt bo a loader jf a meeting is to be effective and 

not a waste of time. 

23. The purpose of a meeting indicates the degree of group 

participation desired. - . .. . 

24. The leader’s function is always tho same regardless of the 

type of meeting. 

26. Conferences aro particular types of meetings, and all 
meetings cannot be called conferences. , __ 

26. The term “ conference " is always used correctly in 

business. 

27. Only the first fivo types of mootings are used in on-tho-Job 

business activities. 

28. A conference could bo held by correspondence and moot 

the requirements set up in tho definition in Ohap. II. 

29. Tho standard used for tho comparison of types of meoh> 

ings is the extent to which tho group controls tho decision. . - . 

80. Typo 3, 4 ( and 6 mootings aro tho only conforence-typo 
meetings. _ 
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SUGGESTED EXERCISES AND OBSERVATIONS 

1. Over a period of a few days, classify the various meetings you experience 
according to the six types. Remember that some meetings may- be a com- 
bination of two of the possible typos and that others will fall somewhere 
between two adjacent typos as shown progressively in Fig. 1. Do not 
restrict yourself to formal meetings alone; analyse incidental and fortuitous 
groups as well. 

3. While classifying meetings as suggested in 1, estimate the degree to 
which one man controls the meeting, checking it by considering the degree 
to which the group participates in the determination of the conclusion 
reached. 

8. Observe carefully those meetings which you Teel may be conferences 
watching for the expression of individual reactions and for the obtaining and 
cheeking of group acceptance, 

4. Observe whether there is a recognised loader in all meetings. Inthoao 

instances where the group “just grows” into a meeting or conference, watch 
to see if some individual finally takes over or emerges as the group leader. 

0- Note whother the proper typo of meeting wob used for the objective 
sought, and, in those cases where an improper choice was made, decide upon 
which type of meeting should have been selected. Compare the effective, 
ness of those meetings for which the proper typo woo selected and used with 
those m which such was not the case. 



CHAPTER III 


THE NORMAL THOUGHT PROCESS 
AND HOW WE LEARN 


THE NORMAL THOUGHT PROCESS 
AND CONFERENCE LEADERSHIP 

Before we delve into the practical psychology of group thinking 
upon which conference leadership is based, wc must review 
briefly some of the more pertinent points relating to how people 
think as individuals. In conference leading we are concerned 
with the inherent, involuntary psychological reactions through 
which people accept and believe the conclusions reached as a 
result of conference discussion. It is not necessary to go into a 
long involved treatment of how wo learn and the wliys and 
wherefores of what makes us react favorably or unfavorably. All 
that is necessary to supply the foundation upon which wo shall 
build the structure of conference leadership is an understanding 
of how our thinking processes developed from their origins in 
earlier civilizations into those upon which our present-day pro- 
cedures are based. In this chapter we shall be concerned with 
how we learn as based upon how we think. Our involuntary 
mental reactions and our acceptance of ideas will bo covered in a 
later chapter. 

Without participation by group members, there could bo no 
conference. The degree to which an individual participates is 
directly dependent upon two tilings: his knowledge of the subject 
under discussion and what is called "the Normal Thought 
Process.” It goes without saying that the conference leadership 
method must be based upon and must take into account the 
Normal Thought Process. If it does not, tho conference leader 
will bo constantly fighting windmills and the conferences which 
he conducts will bo ineffective because of their conflict with tho 
natural, involuntary human instincts and reactions. We are 
most easily and effectively guided and influenced when wlmt wo 
experience is consistent with our involuntary impulses and rcac- 
tions. We tend instinctively to oppose the unnatural, super- 
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fioial, or artificial but unfortunately often fall victims to our 
emotions and deviate from the Normal Thought Process. It 
seems to be on inborn failing of man, when left to his own devices, 
to overcomplicate life since complexity flatters him and g?ves 
him a fe eling of self-importance. Nature herself tends towards 
simplicity, even though at times our interpretations of its mani- 
festations give an appearance of complexity. 

THE NORMAL THOUGHT PROCESS AND COMMON SENSE 

The natural common sense of logic, as evidenced in wh&t is 
termed “the Normal Thought Process/' took many centuries 
to impress itself sufficiently on man’s consciousness so that he 
would fall in line with his own inherent reactions. As far back 
as the fourth century before Christ, Aristotle was stating the 
fundamentals of sound, normal reasoning, which were expanded 
into what was termed “the scientific method” by Francis Bacon 
in the seventeenth century and applied to everyday problems by 
Herbert Spencer in the nineteenth century. 

Aristotle’s original premise was that the first and natural step 
in solving any problem consists of the recognition that the prob- 
lem exists through tho isolation of it from related things. He 
held that this would be followed by working out a solution. 
Francis Bacon later rediscovered and stated the fundamental 
principle in what developed into the present-day scientific proc- 
ess. Through his efforts, supplemented by those of Spencer, 
the following four steps were evolved: 

NomiAii Thought Process 

Step I. Recognize and isolate problem. 

Step II. Assemble known facts and evaluate them. 

Step III. Make trial conclusion which may have to bo changed, modified, 
or varied. 

Step IV. Sot up final conclusion. 

A fifth step is often added to the four given in the Normal 
Thought Process and the new process is then called “the scien- 
tific method.” This fifth step is: Chock results to determine 
need for revision. Aotually, this is a part of Step III of the 
Normal Thought Process which provides for modification after 
trial in the case of problems which have no varying conditions. 
In practical everyday industrial and scientific problems, change 
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is ever present and methods must be revised accordingly after 
use for a period of time. 

Until Bacon and his contemporaries took the common-sens© 
attitude of the Normal Thought Process, human reasoning was 
a mixture of facts, wishful thinking, and superstition. As an 
illustration, consider the centuries upon centuries during which 
doctors held to the theory that the blood did not circulate 
through the body in spite of the incontrovertible evidence 
offered by each and every wound that they treated. Likewise, 
astronomers and mathematicians calmly ignored all the evidence 
supporting the rotation of the earth about the Bun and adhered 
to their elaborate systems based upon the earth as the center of 
the universe. 

All our present-day industrial and scientific development stems 
from the clarification of thought and the establishment of logical 
procedures for the solution of problems through the evaluation 
of known facts and their adjustment through trial solutions to 
reach a sound conclusion. Nowadays our education and training 
drill us in the repeated use of such a procedure until it becomes 
a part of us without our being conscious of its existence as a 
definite process. Engineering and scientific training in particular 
call for constant repetition and application of it. In practically 
all businesses, and particularly in those based on technical or 
engineering operations, the scientific method is a vital part of 
operating procedure. We are all exposed to it from the very 
day we start work, but seldom is it expressed or taught as a 
means of attacking and solving our problems. Much would be 
gained if we learned the Normal Thought Process and the scien- 
tific method as a basic part of our training in schools, colleges 
and businesses, instead of absorbing them through the business 
and teaching procedures which use them. 

DEDUCTIVE AND INDUCTIVE SEASONING 

The Normal Thought Process is a general procedure that can 
be applied in two different ways since there are only two general 
methods of thinking and reasoning. These are called doductivo 
reasoning and inductive reasoning. Deductive reasoning con- 
sists of deriving a conclusion from known facts by analyzing and 
evaluating them so as to eliminate all inferences which cannot be 
proved or demonstrated to be true. It takes the facts which are 



24 CONFERENCE LEADERSHIP IN BUSINESS AND INDUSTRY 


assembled in Step II of the Normal Thought Process and ana, 
lyzes each one of them, classifies and compares them, and eval- 
uates them into ft conclusion based only on what has been 
demonstrated and is known to be true. Thus in reasoning to a 
conclusion no inferences as to what might be true arc accepted. 
Inductive reasoning takes a set of facta and analyses them, 
classifi es and compares them, and then, through inference a8 to 
what may be assumed to be true as a result of what is already 
proved, arrives at a conclusion based on known facta plus infer- 
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Unioning 

KNOWN FACTS 
ASSEMBLED IN 
STEP II OF N.T.P. 


Irvducfeiyi 

R*« wning 


KNOWN FACTS 
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LOGICAL 
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AND 
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ence. It differs from deductive reasoning in that, by using the 
same set of facts as a base and associating them in the light of 
what may be inferred from what is known, we arrive at a con- 
clusion which differs from a deduotive conclusion by the element 
o! logical assumption which has not been proved but only 
inferred. In a sense, inductive reasoning is creative or synthetic 
in nature since it puts together different known foots in a new 
form using a binding material of supposition. 

' The two diagrams shown in Fig. 4 illustrate itt a graphic way what 
we have defined as deductive and inductive reasoning processes. 

From the diagrams it is easily seen that when we use deductive 
reasoning in the evaluation of the assembled facts hi Step II of 
the Normal Thought Process, we employ only what ia known 
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and can be proved in making our analysis, classification, and 
comparisons. In the inductive reasoning process we make our 
comparisons and evaluations of the same known facts in the light 
of logical inferences and suppositions. Thus, after narrowing 
' down to a trial conclusion, we can arrive at two different final 
conclusions, depending on the method of reasoning used. It 
must be noted, however, that in making our trial conclusions, 
we put our suppositions in the inductive method to an actual 
test. If we go on and add the additional step to the Normal 
Thought Process which gives us the scientific method, we would 
check the results of our final conclusions after they had been in 
actual use and then revise them accordingly. Thus the scientific 
method provides the adjustment through actual trial of any 
differences in conclusions which might bo reached. This is most 
important since, through the synthesis of inductive reasoning, 
we are able to make progress. Inductive reasoning is the back- 
bone of research. Through this method our research laboratories 
devise new theories and methods which are revised in the light 
of actual experience. 

THINKING AND REASONING IN BUSINESS AND OUR DAILY LIVES 

Both deductive and inductive reasoning are constantly being 
applied in our day-to-day lives on and off the job. It is impor- 
tant to know when wo must restrict ourselves to the proved, 
purely factual deductive process and when we should take the 
developmental path of induotive reasoning. The danger in the 
inductive method lies chiefly in allowing emotion rather than 
logic to enter into our inferences and suppositions. Thcro are 
times, however, when we have no alternative but to use an 
inductive reasoning process. This occurs where we do not have 
all the necessary information and facts for the solution of the 
problem on a proved, factual basis. It is important to know 
when such a condition exists and to realize that, unless we want 
to go to the time and expense to obtain the proved facts, we must 
use an inductive reasoning process. In cases where the facts 
and information required do not exist, wo have no alternative but 
to use inductive reasoning. Obviously, this is the situation 
which applies in all creative research. 

There is nothing so tiring or so futile as a day-to-day business 
conference in which the leader conducting it does not realize 
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the difference between deductive and inductive reasoning and 
that you canno t take a Bet of incomplete facts, merge them with 
some assumptions, and arrive at a conclusion which is absolutely 
factual and watertight in every way. Days or even hours Bpent 
in this way are wasted, besides being a strain on the group mem- 
bers owing to their many attempts to produce an acceptable 
answer. In the end, the development of the procedure or the 
conclusion must be put off until more proved Tacts can be 
obtained or the ranking authority just reaches into the air and 
draws down some figures. When the leader has full realization 
of the normal thought process and the two general methods of 
reasoning, he can size up the problem, attack it intelligently at 
the be ginnin g, and make a decision as to whether or not an 
inductive approach will be satisfactory. 

Let us hope that the day la not too far in the future when 
educational institutions and businesses will consciously and 
definitely equip people with the correct approach to problems. 
In business as well as in schools and colleges, more systematic 
instruction In the organized thinking approach to problems is 
necessary rather than repeated exposure to its application. The 
businessman and tbe student who find that the available facts 
and material at hand for the solution of a problem are inadequate 
for a deductive solution must realize that tho solution becomes 
inductive in nature when assumptions are added. In occasional 
instances, it is even necessary to point out a possibility of solution 
through the use of logical assumptions. The necessary ideas 
and procedures are often taught in classes in elementary psy- 
chology and logjc but few attempts are made to see that these 
principles are applied to the problems met in other courses of 
study or in everyday business problems. Businesses, as well 
as colleges, should provide those who need it with specific training 
in how to study, because this is a necessary tool to all who work 
with their minds. 

When conducting conferences and controlling and shaping 
group reasoning, wo must be aware of tho two alternatives which 
are open to us, since group reasoning con be deductive or induc- 
tive in nature the same as individual reasoning. There are times 
when each is in order; there are also times when tho application 
of inductive group reasoning may not be warranted since the 
„ development of a conclusion based on other than established 
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facts may not be acceptable. Aa we shall see, the conference 
leader, through his position of controlling and shaping the dis- 
cussion, can determine the path taken by the group. 

HOW WB LEARN 

Now that we have reviewed the way in which we think, we 
are ready to look into the way in which we learn. Before we 
can gain acceptance of a conclusion we must have an understand- 
ing of it, and understanding is achieved through learning. Wo 
learn through our five senses of seeing, hearing, smelling, feeling, 
and tasting. We can learn through any one of the five, through 
a combination of them, or, in rare instances, through all of them. 
It is accepted that the more senses we use in learning, the better 
our learning experience will bo. However, long experience has 
shown that we learn best through seeing and that we achieve 
permanency of learning through doing. Thus, an automobile 
mechanic would learn to make a carburetor adjustment through 
hearing what he was told, seeing his instructor make an adjust- 
ment, and actually getting the feel of doing it through trying it 
himself. lie would be using three of the five senses in learning. 
In learning when the gasoline and air mixture was too rich in 
gasoline, he would also use his sense of smell, 

In conference leading we learn through seeing, hearing, and 
doing in that actually to leam conference leadership, we must try 
it. This is covered in some detail in subsequent chapters. 

From what we have learned about the Normal Thought 
Process and how we think, it is evident that we learn by asso- 
ciating and comparing the now ideas which are presented to us 
with the old or known and established ideas we already have. 
Consider for a moment the difficulty we would encounter in trying 
to explain to an untutored native in the African jungle how a 
phonograph reproduced music. There would be nothing in his 
background of known experience to which he could associate the 
new ideas. Similarly, it would be difficult for him to convey to 
us the sensations and feelings that the sound of the tom-tom 
conjured up in his mind. 

Much of the accumulated knowledge and research in the 
psychology of teaching and learning can bo summed up in the 
simple statement that "things come out of the head" in exactly 
the same way that they "went into it.” This fact cannot bo 
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changed; therefore, the teaching-icaming procraw must lie set up 
in such a way as to see that what is to be Iraimwl “goes into the 
head” properly and also provide checks to make mire that it 
“comes out of the head” properly. 

THE FOUR-STEP TEACHING-LEARNING PROCESS 

In view of the fundamental position that the normal thought 
process occupies in human progress and achievement, it is not 
surprising that the accepted teaching-learning process for voca- 
tional on-the-job training is a four-step prut-raw. The four-Btep 
teaching-learning process, as we know and practice it, is as 
follows: 

Thu PotJHrBTBP T*ACirrNO-wtAiu« s a Pnocr-HH Arrnnmxri to Au.es 
S tep L Preparation Prepare the learner by nmmrialitig the thing lobe 
taught with something airrndy known 
Step II. Presentation Show the learner the thing to ilo ami tell him 
tho things to know 

Step III. Application Have the learner try it, rorrreting him where 

necessary 

Step IV. Teat Have tho learner do it uniuwEled to prove ho 

knows it 

We can see at a glance that the four-step teaching-learning 
process and the Normal Thought Process are identical in form 
and general intent. The four-stop teaching-learning process 
does not include the preparation necessary on the part of the 
teacher before starting the actual act of teaching. This is 
vitally important to the success of teaching or training hut is not 
a part of the actual act of the training itself. Ia-I’m look at the 
Normal Thought Process and the teaching-learning procraw when 
they are set side by side: 

Nokmaj, Thought Process Teach! Ko-LKAttNiMa Pune ww 

Stop I, Recognition that problem Prepare the learner by associating 
exists the thing to be taught with some- 

thing already known 

Step II. Assembling of known facts Show the learner the things to do and 
and evaluation of them lull him the things to know 
Step III. Trial conclusion which Have the learner try it, correcting 
may have to be changed, him where necessary 

modified, or varied 

Sbon IV, Final conclusion Have tho learner do it uniwsmted to 

provo ho knows it 
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Recognition that a problem, exists and preparing the learner 
by focusing his attention on what is to bo learned and by asso- 
ciating it with something he already knows are of the same fundar 
mental nature. Assembling and evaluating known facts are 
parallel in significance to showing the learner what is to be dono 
and telling him what he must know in order to do it. In like 
manner, setting up a trial conclusion which is changed and modi- 
fied in the light of experience is merely a general statement of 
what takes place when the learner tries to apply what he has 
been taught and the teacher corrects him and revises his pro- 
cedure until he can do it without error. A final conclusion to 
the teaching-learning process is reached when the learner demon- 
strates that he can perform the new work operation on his own 
without any assistance from the instructor. 


If we consider the teaching-learning process step by step, it is 
evident that Steps I, II, and III arc concerned with "getting it 
into the head properly" and Step IV, with "checking to see that 
it comes out of the head properly.” 

Of course there are many teachers and psychologists who have 
developed teaching-learning processes which vary in the number 
of steps used and in terminology as well. They can all l>o boiled 
down to fundamentals and checked against the Normal Thought 
Process. When this is done, it is found that the four-step 
teaching-learning process according to Allen gives the most 
direct, simple tie-in. Therefore, it is what can bo termed tlio 
basic, fundamental teaching-learning process. When necessary 
to meet special conditions, the various steps can be subdivided 
and extended; however, when collapsed into the fundamentals, 
they are the equivalent of the four-step process. 

It is interesting to note that nine of the many teaching-learning 
plans which have been developed vary in the number of steps 
they contain, gome plans have as many as six or seven steps 
but coyer only three of the essentials listed under the normal 
thought process. Experience has shown that the most successful 

r ude a 1 tho steps in tho Normal Thought Process and 
that the most logical, useful plans are tho four-step plans, no 
matter what name or description is given to tho steps. 

In -the form in which we have shown it, tho four-step teaching- 
earning process can be used directly in tho instruction of indi- 
viduals since it applies most readily to tho teaching and learning 
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of a job of a manual or of a combined manual and mental nature. 
It is used most effectively in what La called ,r job training” wherein 
craftsmen are taught on-the-job by their supervisor* and some- 
limes by fellow employees. We shall see later how the bade 
four-step teaching-learning process ^ must be adjusted and 
extended to apply to classroom teaching. 

In our discussion of the teaching-learning process, we have only 
scratched the surface and have not intended to cover the whole 
story of tr aining people in the performance of their jobs, A 
reasonably oomplete knowledge of training methods is of value 
to conference leaders since there is a clcwo tie-in between teaching 
and the 11 gaining of understanding” features of conference leader- 
ship. No attempt has been made to expand the basic teaching- 
learning process into the teaching methods and techniques which 
are involved. In training employee* on-tho-job as in conference 
leadership, skill comes only with practice; in training conferences 
designed to equip supervisors to train employee* on-tho-job, 
actual practice teaching is essential. 

learning and the age of the learner 

Even this brief treatment of teaching and learning would be 
incomplete as well as open to the criticism that “a little knowl- 
edge is a dangerous thing” if we failed to touch on the subject of 
the relation between learning and age. A groat deal of damage 
has been done through the inadvertent spreading of the idea 
that the ability to learn decreases as we grow older. This has 
been disproved by exhaustive field and psychological laboratory 
tests. The restricted treatment of learning as applied to con- 
ference leadership does not include nor require detailed investiga- 
tion of this matter. However, given average normal intelligence, 
there is no real decrease in learning ability from maturity until 
the effects of old age or sickness become factors. Thus the 
decrease in learning ability between the age of mental maturity 
(sixteen to eighteen years) and sixty-five to seventy years of age 
is negligible. In many instances full learning ability is retained 
far beyond seventy years if health and physical condition do not 
become factors. As a result, there is no reason why older people 
cannot learn to do new jobs, although at times, their wide experi- 
ence may appear to give difficulty. Because they have Buch a 
large number of things with which now ideas might bo associated, 
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it may take them a little more time to make the extra trials to 
tie in new ideas correctly than in the case of younger people whose 
recency of learning experience in schools and more limited back- 
ground aid them. When this first hurdle has been passed, the 
broader experience and more mature ideas of older persona reault 
in more comprehensive and better learning, if all general condi- 
tions such as individual intelligence are the same. 

What we have said here with respect to learning and age applies 
in those instances where the new job to be learned is of the same 
general classification as the learner’s past experience with respect 
to the amount of manual and mental activity required. It is 
true that after the age of forty, retraining in fundamental sub- 
jects such as mathematics, physics, and English is required if wo 
expect an individual to change from work principally manual 
in nature to that in which the emphasis is on mental activity. 
Although this change requires hard work on the part of the 
individual sinoe it is necessary to get back into a forgotten and 
therefore somewhat unfamiliar field, there have been innumerable 
instances in which it has been achieved when the proper pre- 
liminary preparation has been given. 

TEACHING-LEARNING IN ADMINISTRATIVE WORK 

Job training in business and industry is usually excellent where 
training in the skills required in the factory or manual working 
trades is involved. Unfortunately, the reverse is tvue in meet 
cases where oifice or administrative workers are trained on the 
actual jobs that they do. This is probably due mainly to the 
lack of prepared job analyses and training outlines. However, 
their main benefits can be gained if care is taken to break the 
job down into its so-called "work items” and the four steps of 
the teaching-learning process are observed. 

In this chapter we have considered how wo think and how wo 
learn, both of which will apply in the samo general way for groups 
of individuals such as conferences as they do for individual 
people. Later, as wo develop the conference discussion process 
and the leader’s techniques for handling it, wo shall find that 
these fundamental rules of thought and learning combine with 
those which govern our involuntary mental reactions to provido 
a practical leadership method based on natural human reactions. 
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COMPLETION QUIZ 
Write in missing words 

1. The natural common sense of logic is termed the 


2. We tend instinctively to the unnatural, superficial, or artificial. 

3. When left to his own devices, man usually his problems. 

. 4. Without by tho members of the group, there could bo no 

conference. 

6. There are stops in tho Normal Thought Process. 

6. The two general mothods of thinking and reasoning are called 

and 

7. Inference does not onter into reasoning for it sticks to proved 

facts. 

8. reasoning is creative or synthetic in nature. 

9. Either of the methods of reasoning may be used in Step of tho 

Normal Thought Process. 

10. Group reasoning may ho either or in nature. 

11. Wo learn through our 

12. is tho best way to learn but gives it permanence. 

15. In conference leading, we learn mostly by , and - . 

14. New ideas must be associated with - ideas if we are to loam 

readily. 

16. Things oomo of tho hood in exactly tho samo way they . 


16. Tho job-training teaching-learning process is n -step process. 

17. The steps in the teaching-learning process aro 

a. ; 

b 

c. __ 

d 

18. Tho steps in tho Normal Thought Process aro 

a, 

b 

c. 

d. 

19. by the teacher is not included in tho teaching-learning process 

as it precedes tho actual touching. 

20. Ability to learn decrease with ago, 
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SUGGESTED EXERCISES NED OBSERVATIONS 

1. Using problems that arise both is business end elsewhere, check the way 
they are handled (either by youraolf or others) against the steps in the 
Normal Thought Process. The problems selected newt not always bo of a 
complex business or engineering nature, as the chocking of the solution of 
fl'ffl p i n , everyday problems of living is fundamentally the same. 

2. Select some reports and analytical forms used in a business of any 
kind and see just what part they play in the solution of the problem of which 
they form a part. Note in particular whether they ore a part of Step II, 

III, or IV of the Normal Thought Process, Are there any calculations, 
classifica tions, or comparisons required which lead to a trial or final conclu- 
sion? Distinguish between those reports, forms, and analyses which merely 
gather and evaluate facts as part of Step II and those which seek to direct 
the user through Steps III and IV. 

8. Study some job instructions that direct one through the various steps 
of the job, noting the steps in the Normal Thought Process which aw 
covered. Directions for the use and operation of equipment, braiding 
things, and even a cookbook will provide interesting material to cheek 
against the Normal Thought Process 

4. Select a mystery story by your favorite author and check the reasoning 
prooess used in arriving at a specific conclusion to seo whether it is deductive 
or inductive. See if you con find in the mystery an illustration of the 
opposite type of reasoning from that first observed. 

8. Select a problem in your business or your personal affairs and analyse 
and solve it using the Normal Thought Process, consciously selecting and 
following either deductive or inductive reasoning lor use in Step II. Repeat, 
using the other method of reasoamg, and compare the result* obtained. 

6. Teach someone a Bimple manual action using the four-step teaching- 
learning process. This can range from a job at work to teaching a child 
how to solve a mechanical puzzle, Be sure to follow all four steps, For 
comparison, try teaahing someone else the same thing by tolling them how 
to do it and then having them try it unassisted. Check your own reactions 
to both methods even though tho learner may occasionally complete Stop 

IV, Test, successfully in the second case. 


CHAPTER IV 


THE GENERAL CONFERENCE 
PROCESS 


THE NATURAL STEP-BY-STEP PROCEDURE 
IN GROUP DISCUSSION 

It requires no crystal ball or long tortuous process to arrive at 
the supposition that the General Conference Process in its funda- 
mental form can bo most effectively and accurately expressed as a 
derivative of the Normal Thought Process. This must Ik; true 
if it is to fall in lino with, the Normal Thought Process and tho 
normal human reactions which it should not controvert. 

Before stating tho actual steps in the General Conference 
Process, it might be well to review, in a narrative way, tho 
desirable things which should take place in a conference gathering 
if its objective is to be achieved. From them we can derive the 
steps of the conference procc&y in a natural manner. 

Wien a group gathers for a conference, it must bo called to 
order and its attention focused on tho business at hand to stop 
the general conversation which takes place during the time that 
the group members are arriving. The first objective of the 
leader of the group is to get everyone thinking about tho opening 
topic for discussion. Often a casual approach to the conference 
subject is made from ordinary conversation and, when this is 
done, it is important that the topic for discussion be isolated 
and clearly outlined and defined in the minds of all of the group 
members. As a necessary part of such a procedure, wo must bo 
sure to set up the limiting conditions or ground rules, such as 
making it clearly understood whether the subject is of a general 
nature or deals with a specific, particular case. In addition, it is 
vital that tho purpose of tho meeting Ikj understood so that tho 
group knows where it stands. As we shall set* later, this has a 
direct bearing on the function and technique of the conference 
leader. Tho leader’s method of handling should make the group 
aware of the type of meeting discussion which is intended. 

85 
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All those preliminary items set the stage for the actual dia- 
oussion and form the Erst step in the General Conference Process, 
which is called the Approach. Naturally we must limit ourselves 
to those types of meetings which are conferences!. After tee 
group is dearly aware of (he topic for discussion and its scope, 
Step I, the Approach, is finished. The leader should then 
stimulate discussion of the topic by the members of the group 
so that all views with respect to it are expressed ami the reactions 
to the views obtained. In other words, this is a Drawing Out of 
the group to obtain all the facts having a bearing on the discus- 
sion. It also presents an opportunity for the interchange of 
thoughts and reactions necessary to gain the adjustment in the 
views of the individual group members to set the step for group 
acceptance. Step II is called Drawing Out. 

So far the conference discussion has been concerned first with 
achieving understanding of the topic for discussion, its limita- 
tions, scope, and the definition of any controversial words appear- 
ing in the statement of it. Secondly, in Step II, Drawing Out, 
the quest for understanding has been continued in the expression 
of ideas and reactions and the adjustment of the views of the 
various group members. 

The next function of the conference discussion concerns the 
item which is peculiar to conferences as against other types of 
meetings. This is acceptance by tho group memlmrs of the 
conclusion reached, Here the readjustment of ideas continues 
as Acceptance by individuals and by the group as a whole is 
obtained. Voluntary participation and acceptance are the out- 
standing characteristics of conferences. As wo have discussed in 
earlier chapters, the expectancy of complete group acceptance 
varies with the type of meeting; it is only above 50 per cent for 
those types of meetings which we call “ conferences.*' Thus it is 
only natural that cheeks will have to bo made to see that group 
acceptance has been gained, at least to a degree which is con- 
sistent with the expectancy for the conference typo of meeting 
held. This is known as Acceptance and is Step III in tho con- 
ference procedure. 

"When we were discussing the reasons why conferences fail, 
we found that there were four important but simple reasons for 
Mure. Omitting proper summing up of the conclusion reached 
in a discussion was among these four items. Thus we can see 
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that, if we are to avoid stumbling into the pitfalls that wo have 
already discovered, we must not fail to provide for summing up 
the discussion in our General Conference Process. This is the 
fourth step in the process and is called Summation. Summation 
consists of summing up the conclusion accepted by the group 
and putting it into words which are acceptable to all. It states 
in condensed, concise form the pertinent features agreed upon as 
a result of the discussion. It should bo written on tho board 
where all can see it, since seeing is our most acute sense from a 
learning standpoint. Actually we will find it both helpful and 
advisable as the discussion progresses to provide some means of 
writing out in common view the key ideas and expressions that 
are developed. This is necessary if we are to gain the advantages 
of using two of our senses instead of only one, that of hearing. 
One of the reasons why difficulties are experienced in day-to-day 
business conferences lies in tho lack of a mcanH for writing out 
the items under consideration and the conclusions considered 
for acceptance where tho group as a whole can see them. Cray- 
ons and easels with large sheets of paper should be provided for 
this purpose. The used sheets, when turned over the top of tho 
easel, can be kept for ready reference as required during tho 
conference. 

It is practically impossible in this world to deal with a single 
item which bears no relation to anything else. As a matter of 
necessity, we must make sure that any decision, viewpoint, or 
conclusion that is reached is properly related to other associated 
items and to the over-all objective of tho business or the training 
of which it is a part. Failure to do this eliminates a final cheek 
as to the accuracy and workability of the decision that has been 
reached. Unless it is workable, logical, and reasonable, it is 
worse than useless for it has only confused the issue and tho con- 
ference has been wasted. Since the final step knits the conclu- 
sion reached into tho over-all chain, making it relate properly 
with other conclusions, Step V is called Association. 

STEPS IN THE GENERAL CONFERENCE PROCESS 

Suppose we take a look at the number and type of steps that 
we have built up as necessary to conducting a conference. 
Listed in the order that we discussed them, they are as follows: 
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General COHnSBWiCB PROCESS 
Step I. Approach 
Step II. Drawing out 
Step III. Acceptance 
Step IV. Summation 
Step V. Association 

As in the case of the teaching-learning process wo have not 
included the very important preliminary preparation by the 
leader which precedes the actual conference smaon itwelf. Wo 
have included only those steps concerned in the actual handling 
of the discussion, for the preliminary preparation premies the 
actual discussion and is not a “doing” part of it. 


CO MPARIS ON OP THE GENERAL CONFERENCE 
AND NORMAL THOUGHT PROCESSES 


We find that, as a result of our narrative building up of what 
should go Into a conference process, we have a five-stop instead 
of a four-step process. This calls for a check of what we have 
developed against the Normal Thought Process ho that wo may 
assure ourselvea as to the validity of it. There are many listings 
and classifications of the steps that make up a conference! process. 
Some of them which provide for as many as seven or eight steps 
only cover two or three of the basic requirements of what we 
have set up as our Normal Thought Process. In our case, we 
must check to see whether what we have listed covers all the 
essential four Bteps in the Normal Thought Process and also 
whether we have unnecessarily increased tho number of steps 
beyond the basic four steps. Let us lino them up side by side: 

COMPARISON OF THB GENERAL CONFERENCE PROCESS AND TUB NORMAL 

Thought Process 

GENERAL CONFERENCE 


NORMAL THOUQUT PROCESS 
Step I. Isolation of problem 
Step II. Accumulation and evaluation of facts 
Step III. Trial solution 
Step IV. Final conclusion 


PROCESS 

Approach Step I 

Drawing out Step II 

Acceptance Btep III 

Summation Step IV 

Association Slop V 


From inspection of the two processes as lined up above, keeping 
in mind the descriptions of the five steps in tho General Confer- 
ence Process, we can see that Steps I of both, processes fulfill 
the same general objective, whioh is primarily one of problem 
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isolation. Step I, Approach, of the General Conference Process 
is much wider in scope and interpretation than is the funda- 
mental statement of Step I of the Normal Thought Process. A 
paralleling purpose is discernible in both of the Step It’s since 
Drawing Out performs a function comparable to that of gathering 
and evaluating facts. When attempts are made in Step III to 
get Acceptance of a conclusion by a group, it goes without saying 
that several attempts will be made, which will require adjustment 
and changes before a conclusion acceptable to all has been formed. 
This performs the same function as the Trial Solution provided 
by Step III of the Normal Thought Process. 

Summation, Step IV of the General Conference Process, and 
Pinal Conclusion, Step IV of the Normal Thought Process, show 
their similarity in their wording. We find that Step V, Associa- 
tion, of the General Conference Process does not parallel or tie in 
with any of the steps of the Normal Thought Process. When wo 
scrutinize it closely, we find that it is not actually a part of the 
conference discussion concerning the particular conclusion which 
was reached, for it ties that single conclusion into an over-all 
series of conclusions that might be reached during a conference. 
Furthermore, it relates tho conclusion reached for that single 
item to the over-all policies and objectives of the business or tho 
major principles concerned. When we recall that the Normal 
Thought Process concerned itself with only one special problem 
and its solution, it is not surprising nor irrelevant to have devel- 
oped an additional step in the General Conference Process. 
Although it is not an inherent part of the Normal Thought 
Process itself, Step V is a necessary feature of business and indus- 
trial activities because it forms the binding material which links 
them together into a consistent over-all whole. 

Close scrutiny of our Step II, Drawing Out, and Step III, 
Acceptance, will show that they are interwoven and overlap in 
many ways. In fact, in actual conference work it is sometimes 
difficult to draw a line between them. While tho Drawing Out 
process is going on and individual group members are expressing 
their ideas and reactions, individual acceptance is gradually 
building up at the same time. It is difficult to separate out tho 
discrete steps by which acceptance is built up, for it is added to 
from time to time as an individual accepts or rejects minor items. 
Acceptance varies with the participation in the discussion by the 
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group members and participation goo# on throughout Steps II 
and III. However, it is vital that a separate check of acceptance 
be made prior to the actual summation to see that the group has 
accepted the principles involved in the conclusion reached. The 
basis and background for acceptance build up gradually by dis- 
connected small leaps and bound# throughout the Drawing Out 
and Acceptance stops, but thia doe# not relieve the conference 
leader of the responsibility for seeing that acceptance haa been 
obt aine d. Furthermore, provision must be made for any neces- 
sary readjustments in actual acceptance. In some instances, 
checks of acceptance may force the discussion back into Step 
II for further Drawing Out before group acceptance can bo 
obtained. From a practical operating standpoint, it in not who 
for us to combine Steps II and III in one step as is sometimes 
done. 

In the General Conference Process, we have developed a tod 
which provides the step-by-step procedure for handling any 
conference. This general procedure will always Iks basic to the 
handling of a conference discussion, for no matter what wo may 
later set up as specific conference processes to meet practical 
everyday business needs, they will always bo composed of the 
some five steps and the chief difference# will lie in the way each 
of them is handled. 

Although we have outlined the General Conference Process, 
so far we have not discussed the technique of handling confer- 
ences. It is readily seen that such a thing is required and that 
the conference leader is actively concerned nt all times. The 
technique of conference loading as it relates to the conducting of 
the discussion is covered in subsequent chapters, 

THE NORMAL THOUGHT, TEACHING-LEARNING, 

AND GENERAL CONFERENCE PROCESSES COMPARED 

There are five steps in the General Conference Process and 
four in the teaching-learning process. They differ in many ways 
even though both ore derived from the Normal Thought Process. 
They differ widely as to their methods of handling although 
experienced teachers and conference leader# know that at tunes 
both are used to handle particular items regardless of whether the 
over-all meeting is a conference or a school session. Later we 
shall discuss this phase of the subject more fully. 
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Comparison or Normal Thought, Teaching-learning, and General 
Conference Processed 


Norms! Thought Process 

Teaching-learn- 
ing process 

General Oonfonuico 
Process 



(job training) 

Step I. 

Isolation of problem 

Preparation 

Approach 

Step I 

Stop II. 

Accumulation and 

Presentation 

Drawing out 

Stop II 

evaluation of facts 




Step III. 

Trinl solution 

Application 

Acceptance 

Step III 

Step IV. 

Final conclusion 

Test 

Summation 

Stop IV 



Association 

Step V 


From the relationship between the Normal Thought, Teaching- 
learning, and Gcnerul Conference processes, it is again apparent 
that the General Conference Process departs from the general 
relationship that exists between the other two, aside from the 
fact that its steps are five in number. 


THE GENERAL CONFERENCE 
AND THE FIVE-STEP TEACHING-LEARNING PROCESS 
FOR CLASSROOM TRAINING 

Although detailed treatment of it is not within the scope of this 
book, it is interesting to observe that the teaching-learning 
process for theoretical or classroom training is also a live-step 
process and that the fifth step, which is called Generalization, 
performs the same function as Step V, Association, in the General 
Conference Process. Even though we shall not discuss the wide 
differences in handling between the four-step teaching-learning 
process used in job training and the five-stop teaching-learning 
process for theoretical or classroom training, the comparison 
between it and the General Conference Process la shown below: 


Relation between Geneiial Conference Process and the Five-step 
Teachino-learnino Process for Theory Training 


GENERAL CONFERENCE PROCESS 
Stop I. Approach 
Stop II. Drawing out 
Step III, Acceptance 
Step IV. Summation 
Stop V, Association 


teachino-learnino process 
(Theory training) 
Preparation Slop I 
Presentation Slop II 
Application Slop III 
Test Slop IV 

Generalization Step V 
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In classroom teaching, the instructor always has to see that 
the material covered in each lecture or chapter is properly tied 
into and related with the preceding and succeeding chapters and 
lectures as well as with the over-all subject of the course. Thus 
an instructor who is teaching Newton’s law of gravity must tie in 
and relate it to the laws of falling bodies and all other laws govern- 
ing motion. Theory teaching is therefore different from job 
teaching or training, where the supervisor is concerned with 
foxing the employee single specific work operations. 

Both the General Conference Process and the theory teaching- 
learning process involve mental activity alone and not manual 
activity and thus require the tie-in step which is not an actual 
part of the four-step Normal Thought Process. 

GENERAL APPLICATIONS AND SIGNIFICANCE 
OF THE GENERAL CONFERENCE PROCESS 

The General Conference Process has tt myriad of applications 
in countless human activities. In business and industry we find 
that, in addition to providing the basic building block for our 
practical conference leadership, it also can be adjusted to provide 
a natural, logical sales procedure. The clergyman, the doctor, 
the lawyer, the storekeeper, and, of course, the foreman and the 
supervisor as well as the executive of any business can apply the 
General Conference Process in their dealings with, groups of 
people. 

In the preceding chapter, we dealt briefly with the relationship 
between learning and age. It was evident that older, more 
mature people must sometimes make several trials before they cou 
associate a new idea with an old idea suitable for learning pur- 
poses. This, it will be recalled, is due to their much wider back- 
ground of experience and it sometimes occasions a feeling of 
inability to learn because of the necessity for making a few trials 
that will have to be checked by the wise supervisor or instructor. 
This one particular difficulty in learning cxpcrionco makes the 
conference method doubly effective for the more maturo learner 
since it provides a chance for the expression of reactions and 
acceptance on the part of the conferee. Through this inter- 
change, the necessary trial and adjustment to find the correct 
tie-in idea for learning can be accomplished. 
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Business and industrial concerns, “whether technical or not, 
will find that it pays big dividends when conducting regular 
tr aining classes for instruction of a mental or a theory nature 
to provide conference discussions in Step III of the theory 
teaching-learning process, Application, rather than simple recite 
tions of the question and answer type, which check understanding 
only. 

In job training, however, whore actual job operations are being 
taught, acceptance is not a part of Step III, Application by the 
learner, for there we are concerned only with the actual job 
itself. In the four-step teaching-learning process, it is necessary 
as part of Step I to make the checks to see that the new idea is 
correctly associated, and acceptance is not a requirement. 

The fact that older, more mature people are naturally condi- 
tioned to learn better where acceptance is part of the process 
should not obstruct the choice of the type of meeting required to 
meet properly one’s objective for holding the meeting. Where 
an out-and-out order is necessary and discussion or acceptance 
will gain nothing, a Type 1 meeting still fills the bill. Care must 
always be taken to suit the typo of meeting used to the limiting 
conditions, requirements, and objective. 

In this chapter, we have developed the General Conference 
Process as a five-step process and have oriented it with respect to 
the basic principles of individual and group thinking. Through 
comparison we have shown its relation to teaching and learning 
and have brought out again the similarity between the two 
processes as well as the chief point of departure, that of gaining 
acceptance as well as understanding. By properly associating 
our ideas with respect to how wo think, learn, and react mentally 
with the application of the General Conference Process to specifio 
discussion problems, we shall bo able to build a logical basis for 
conference leadership. 



44 CONFERENCE LEADERSHIP IN BUSINESS AND INDUSTRY 


INDEX TO 
OIAGRAM 



STEP BY STEP 
PROCEDURE FOR 
ALL CONFERENCES 


Fig. 0.- 


GENERAL CONFERENCE PROCESS 

STEP I APPROACH 
STEP II DRAWING OUT 
STEP lU ACCEPTANCE 
STEP IV SUMMATION 
STEP V ASSOCIATION 

-Flow diagram summarising Chap. IV. 


MATCHING QUIZ 

Matoh the proper letter to eaeli number bo as to get complete correct 

statements 


1. The General Conference Proceae 
is 

2. A conference group muBt first bo 
made aware of 

3. After a conference group is 
dearly aware of the topic for dis- 
cussion and its scope, the leader 
stimulates 

4. The one thing peculiar to con- 
ferencea is 

6. The conclusion reached by a 
group must be 

6. Since no single subject in this 
world oan be completely isolated 
from everything else, a confer- 
ence conclusion has 

T. Approach, Drawing Out, Accept- 
ance, Summation, and Associa- 
tion are 

8 . The first four steps in the Gen- 
eral Conference Process match 

9. Stop II, Drawing Out, and Stop 
III, Acceptance, of the General 
Conference Prooess are 


A. closely related ami overlap in 
many ways. 

B. the four steps in tho Normal 
Thought Process. 

C. a port of Step III, Application. 


D. tho way in which each of them is 
handled. 

E. the scope and limitations of tho 
subject to bo discussed. 

F. tho General Conference Process 
in their business or professions. 


G. acceptance is part of tho process. 


H. tho discussion to draw out the 
group’s ideas and reactions. 

I. inconsistent with tho Normal 
Thought Process. 
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10, The chief difference between the 
General Conference Process and 
the three specific conference dis- 
cussion processes is 

11, In job training, acceptance is not 

12, Older, more mature people natu- 
rally are able to learn better 
where 

13, Where an out-and-out order is 
to be issued 

14, The clergyman, the doctor, the 
lawyer, and the storekeeper can 
use 

16, The extra Btep in the General 
Conference Process is not 


J. nothing will be gained by dis- 
cussion. 


K. a derivative of the Normal 
Thought Process, 

L a summary statement acceptable 
to the group. 

M. an association and tie-in with 
other conclusions reached. 

N. acceptance. 


0. the five stops in the General Con- 
ference Process. 


Till 

'an ‘ret toi 'on 'aoi 've ‘as 'oi ‘wo ‘as to to to ‘mi •■«*»* 

SUGGESTED EXERCISES AND OBSERVATIONS 

1. Try out the General Conference Process in a day-to-day business con- 
ference or, bettor still, try to guide a conversation in a group of friends 
through the five steps to a conclusion acceptable to nil. For your initial 
trial bo sure to seleot simple subjects that are not too long. 

2. Observe and check conferences and conversations in which you partici- 
pate, watching for the five steps to appear. Note nny that are omitted 
and the effect of their omission on the discussion. Cheek your impressions 
as to the naturalness of the General Conference Process os a discussion 
sequence. 

3. Consider and deoido upon the part that acceptance plays in con- 
ference discussion and how it relates to tho degree of participation by the 
group members. Is there a real difference between gaining understanding 
and understanding plus acceptance? 



CHAPTBB V 


THE FUNDAMENTALS 
OF LEADERSHIP TECHNIQUE 
AND OUR INVOLUNTARY 
MENTAL REACTIONS 


THE HUMAN SIDE OF CONFERENCE LEADERSHIP 

In many ways conference leading is one of the most useful, 
fascinating, and vital experiences we can have. As conference 
leaders we deal with people by guiding and, at times, controlling 
their thoughts and reactions, Throughout our lives, we cannot 
avoid contact with people and must achieve to some degree the 
ability to get along with them if we are to live in amity and 
retain a normal mental balance. Success and in Borne cases the 
ability to survive depend largely upon this quality. The prob- 
lem has many facets, almost as many as there are people, but 
fortunately there are some broad, general guiding principles upon 
which to base our efforts and which we can shape to fit individual 
or group cases as soon as we are aware of their meaning and use. 
Time does not permit us to develop, explore, and substantiate 
most of the rules and principles that we will discuss. They can 
bo accepted as axioms, because many years of psychological 
research and, what is more important, observations of their 
practical everyday applications have proved their validity. 

People and their actions and reactions constitute a subject in 
which we are all interested, whether we will it so or not, for we 
cannot help reacting favorably or unfavorably to them with 
resulting effects upon both ourselves and the other persons. In 
this chapter, we shall oonsider a few of the ideas upon which 
leadership methods are based, as a preliminary to explanation of 
the specific conference processes which are derived from the 
General Conference Process. In later chapters a more com- 
prehensive treatment of both the characteristics of the leader 
and the types of individuals found in groups, together with the 
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procedures for conducting and controlling discussion, will bo 
given. 

THE FUNDAMENTAL HUMAN URGES 

Before proceeding further, we should call to mind what aro 
termed the two primary motivating urges from which come all 
our thoughts, actions, and reactions. All our behavior, when 
viewed in the light of its fundamental reason for being, can bo 
attributed to one or the other of them. The two fundamental 
urges are 

1. I want. 

2. I want to be. 

Our first and most compelling desire is "I want.” This is often 
called the instinct for self-preservation since our first wants 
involve those things necessary to living and comfort Buch as food, 
shelter, and heat. These can be expanded to include not only 
the absolute necessities of our day-to-day existence and comfort 
but the things which give security. 

When we have taken care of our immediate physical desires, 
we feel an urge to expand and play the part of the magnanimous 
benefactor toward our fellow beings. This basic human urge to 
want to do for others inflates and flatters our ego, giving us a 
feeling of importance as well as beneficence and doing good. In 
other words, "I want to bo.” The first expression of this is our 
desire to provide the physical comforts for those closest to us 
whom we love. We all have an innate consciousness of Deity 
and feel that we are being observed and judged for our motives 
as well as for our actions, which spurs us on as does our natural 
desire to be big shots. It is interesting as well as informativo 
to check the things we do and want others to do in the light of 
these two fundamental urges. As wo develop our leadership 
methods, we shall see many tiebacka and manifestations of them. 
They do not apply to conference leadership alono but aro basic 
to any type of leadership. 

In earlier chapters, wo Haul that a conference could not exist 
without group participation since it requires an oral interchange 
of thoughts and reactions. Wo must consider what impels an 
individual to participate in a discussion and how wo can use this 
to achieve group acceptance of a conclusion or decision. 
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ZONKS OK KNOWLEDGE 

Since a conference is based upon the expression of thoughts 
and reactions to them, an individual's participation must depend 
upon his knowledge of the subject under discussion and his will- 
ingness to talk about it, The knowledge possessed by an indi- 
vidual with respect to a particular subject falls into one of three 
general classifications, depending upon his status as an authority. 
These "zones of knowledge” are as follows: 

Zone A. Things on which I have authoritative knowledge. 
Zone B. Things on which I am not sure of myself as an 
authority but feel I should be an authority. 

Zone C. Things which aro so far from my personal experience 
and responsibility that I feel free openly to confess a lack of 
knowledge. 

An individual will speak freely and positively of things on 
which he feels he is an authority. Most of us insist upon demon- 
strating our knowledge, ability, and special accomplishments. 
In any case, very little urging is necessary to get an individual 
to talk about those things which he feels he really knows and of 
which he has a sense of personal mastery and proprietorship. 
It provides an additional opportunity to express the “I want to 
be” instinct. As a matter of passing interest in this connection, 
it is worth while to note how often an individual who is not 
particularly in favor of some project or idea changes his viewpoint 
toward it afteT he has worked on it and in so doing contributed 
something of himself to it, with the resulting feeling of proprietor- 
ship that develops. In fact, many wise supervisors use this 
principle when they assign people to check up on or review 
jobs or items of work that they have opposed. The resulting 
Btudy will usually result in suggested changes or corrections if 
the plan is at all workable. Once having contributed to the 
project the former opponent quite often becomes its most ardent 
proponent. 

No one likes to stick his neck out or be put in the position of 
failing to fulfill a responsibility. Such failure directly affects our 
standing and security. It involves the “ I want” feature. As a 
result, we hesitate to express an opinion on things which we feel 
we should know hut doubt our knowledge. We are not willing 
to admit failure to possess what we should have. We bend every 
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effort to bring our knowledge up to a Zone A status, A good 
illustration of such a situation would bo an electrical engineer 
who has just returned to the job after a six months’ assignment 
on work that had no relation to his specialty. His knowledge 
on his specialty has become somewhat dulled and, in addition, 
new ideas have developed. As a result, he would be very cautious 
in a conference with other specialists until he was sure of himself. 
People who are in Zone B do a lot of listening but express few 
opinions until they feel they have reached the stage of authority. 
Zone B will, of course, also include individuals who have been 
and still are responsible for the type of item under discussion but 
who may bo aware that they have not really mastered certain 



phases of it. In those cases the individual is not regaining his 
position as an authority when ho reaches Zone A but is achieving 
it for the first time. In addition, people who apparently am 
Zone A at the Btarfc of a discussion may find that there are some 
phases of it upon which they are Zone li and during the discussion 
pass through a period of Zone B while their ideas and conceptions 
are being adjusted. 

We do, however, feel very free to talk about things for which 
wo cannot bo held responsible. If we know that everyone in the 
group about us is aware of our lack of detailed experience and 
responsibility, we feel sure that it will not hurt us to express our 
thoughts and we sense the eagerness of those who are authorities 
to acquaint us with the knowledge we lack. Thus those in Zone 
C will talk and speak freely. 
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Figure 7 forma a graphic illustration of the three zones of 
knowledge. As you will note, Zone A is represented by the part 
of the head above the eyes and ears and is the smallest. It 
represents the facts we have in our mind* and really know with 
respect to the subject under discussion. Zone B represents that 
section of the head which includes only the eye* and ears, for 
those in Zone B are careful to keep their eyes open and do a lot 
of lis tening until they have accumulated the fact* they need to 
gain or regain their position as an authority. Zone C is quite 
aptly shown as the part of the head which includes the mouth 
for people in this zona of knowledge are only too willing to talk. 

THE CONFERENCE DEFINITION AND* SHIFTS 
IN ZONES OF KNOWLEDGE 

The zones of knowledge with respect to any subject do not 
Btay fixed with an individual but change a« hi* status with respect 
to it changes. It Is the function of group discussions and 
conferences which achieve group acceptance of a viewpoint or 
conclusion through an oral interchange of thought* and reactions 
to bring all group members up to Zone A. Thus the value in 
group discussion comes from the knowledge of thorn in Zones C 
and B changing to A aa a result of it. 

Fortunately, people in both Zones A and C are willing to talk 
and, if we can induce those in Zone C to ask questions and have 
them answered by those in Zone A, the ones in Zone B will be 
able to secure the information required to put them in Zone A, 
as will be indicated by their eventual participation in the dis- 
cussion. Through their gradual realization of ft responsibility 
for participation in the decision and the approval of it given by 
their acceptance, Zone C people pass through B to A, although 
in some instances their Zone B period is briefer as a result of the 
ideas gleaned from the general discussion. 

Let us again revert for a moment to our last stated definition 
of a conference and see how what wo have just discussed relates 
to it. We can now define a conference as follows: A conference 
is an oral interchange of thoughts and reactions to achieve grou/p 
acceptance of a viewpoint through shifts in the tones of knowledge 
of individual members of the group . 

One conclusion which we cannot escape, since it is so pointedly 
brought out by our discussion, 1 b that the objective of conference 
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leadership technique or methods is to secure zone shifts in the 
individual group members’ distribution of knowledge. Further- 
more, a little reflection will show that, to some minor degree at 
least, this is true in any of the five types of meetings which we 
are considering. It is impossible to achieve group acceptance 
of a conclusion without it. 

As we shall discover later, the means which the conference 
leader uses to secure this shift in zone knowledge vary a great deal 
with the purpose of the meeting. This in turn determines the 
function of the leader, which is different for each of the five 
types of meetings. As we have discussed, many leaders unwit- 
tingly select and use the wrong method of obtaining zone shifts 
for the particular typo of meeting they are conducting. 

What we have just discussed gives added emphasis to our 
previous conclusion that the developmental type of conference 
(Type 4 meeting), in which the leader’s function is to guide and 
shape the discussion with the group setting up the procedure to 
be followed, calls for the greatest degree of skill on the part 
of the conference leader. In later chapters, wo shall investigate 
the rules and methods to be followed by tho loader in his actual 
conduct of meetings. 

INFERIORITY AND RESENTMENT 

Any discussion of the two primary or fundamental urges 
from which all of our thoughts, actions, and reactions spring 
would be incomplete and bereft of full significance if we failed 
to cover what is generally termed "a sense of inferiority." In 
our discussion of it as it relates to conference leadership and 
consequently the day-to-day leadership which is an inherent 
part of supervision, wo are not considering the extreme manifesta- 
tions of mental cases of this type. It goes without saying that 
the average supervisor is not equipped to handle the occasional 
mental case with pronounced manifestations of inferiority. Wo 
axe concerned only with those passing feelings of inferiority and 
resentment that may bo inspired through casual remarks or acts 
by a leader or supervisor. 

Care must always be taken not to set up, deliberately or 
involuntarily, a feeling of inferiority on the part of an individual 
conference member or a group. To do so deliberately is inex- 
cusable; to do so involuntarily is regrettable and often just as 
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detrimental to the group's or individual's reactions as though it 
were deliberate. A leader must always strive to handle the 
group in such a manner that he does not make his leadership 
appear to be merely a vehicle for displaying his own cleverness 
and ability. Whenever a feeling of inferiority is set up, resent- 
ment is bound to result because at least one of the two primary 
urges is throttled. Resentment is particularly pronounced in 
instances where one’s ability to do one’s job satisfactorily is 
involved as this affects the “I want” urge by throwing doubt 
on competency with a resulting effect on possible pay increases, 
promotions, or standing with the boss. It is quite possible for a 
single instance to put a damper on the “I want to be” instinct 
as well. 

The phase of the inferiority problem which many of us fail to 
recognize and take steps to counteract is what we shall term 
"inspired inferiority.” We forget that the ability of one indi- 
vidual to solve a problem correctly with very little delay may 
inspire a feeling of inferiority in a conscientious, hard-working 
employee who has struggled to arrive at a solution, only to find 
it unsatisfactory. He probably senses that his solution is 
incorrect when he presents it to the boss; when the correct solu- 
tion is found with seeming ease and simplicity of thought and 
action, his involuntary reaction may be, “I sure am dumb not 
to figure that out myself.” Many brilliant men have found 
that one of their major problems has been to make their ideas 
and decisions apparent to others in such a subtle way as not to 
inspire an involuntary feeling of inferiority through comparison. 
The often quoted axiom attributed to Alexander Pope that 
"men should be taught as though you taught them not” applies 
with equal force to the control and guidance of conference dis- 
cussions and day-to-day supervision. The conference leader 
must always handle himself in such a way that he does not inspire 
a feeling of inferiority in any of the group members. 

The most respected and well-liked superintendent will always 
he the one who has the ability to make corrections and suggested 
changes in the work of subordinates without inspiring a feeling 
of inferiority. Such a man will listen to the plan advanced and 
then, through discussion and drawing out the employee's ideas, 
deftly insert questions and remarks which will inspire the 
employee to advance as his own ideas the desired changes or 



LEADERSHIP AND MENTAL REACTIONS 


53 


corrections as well as the deficiencies in the proposed plan. This 
procedure is an application of the Bame general rules we are 
developing for use in conference leadership. There is nothing 
more fascinating to watch than the skillful use of this super- 
visory device by an able supervisor or conference leader. This 
one characteristic often forms the line of cleavage between those 
executives, superintendents, and supervisors who have the full 
respect and confidence of their men and those whose ability is 
likewise unquestioned but grudgingly admitted. 

A supervisor can check on his tendency to inspire inferiority 
by a simple test question. At the end of a discussion with an 
employee, do I usually say, “Let’s try it; I believe my idea will 
work out O.K.,” or do I ever use the words “ our idea” or " your 
idea”? Mere substitution of pronouns will not mean anything 
unless the supervisor’s handling of the situation really justifies 
it, for an individual reacts unfavorably to unwarranted flattery 
which inspires inferiority. The most effective action is to let the 
employee feel the supervisor’s sincerity and pleasure. Some- 
times the supervisor's, or, in conferences, the leader’s attitude 
makes this sincerity apparent and few words are required. 
Unless the handling of the situation has been such that the 
employee has been inspired to advance the ideas anti corrections 
as his own, the final phrasing of "your idea” cannot Iks used. A 
boss who uses this simple rule will not make the serious mistake 
of always winnowing the grain and leaving merely the chaff for 
those in his group. 

It goes almost without saying that those individuals who 
happen to be momentarily in Zone li are most susceptible to a 
sense of inferiority. This results from their feeling of responsi- 
bility as authorities on the subject and their lack of assurance 
as to the reliability of their information. The conference leader 
must always be tactful in directing questions to those in Zone B 
and must take care not to put them on the spot or to force 
them into a position which may later bo proved erroneous. 
Zone A and Zone C people are the ones who are in the position 
to take it. 

SAFEGUARDS AGAINST INSPIRING INFERIORITY 

Experience will develop in the conference loader an ability 
to size up and judge an individual’s susceptibility to impressions 
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of inferiority. Some individual’s ego veers in the ether direction 
entirely and they involuntarily reject any impressions of inferior, 
ity which might try to force themselves into their consciousness. 
Such people do not require as careful handling as those who are 
more susceptible to what we have termed “inspired inferiority.” 
The conference leader and the supervisor will do well to observe 
the indications of people's susceptibility to inferiority reactions 
and be guided by them. 

One of the best safeguards against inspired inferiority is to look 
first for what is acceptable. After balancing what is acceptable 
against the unacceptable, it is possible to attack the problem 
of correction intelligently. One of the involuntary major errors 
in day-to-day supervision lies in the supervisor’s acquiring the 
reputation for alwayB reacting unfavorably towards everything, 
as a result of looking at only the unacceptable or unsatisfactory 
things first. This cannot help setting up on the part of the other 
person a sense of having to overcome opposition, whereas view- 
ing the acceptable first gives a favorable reaction, even though 
in the end the over-all project requires radical change or revision. 
Much can he done to prevent both direct and inspired feelings 
of inferiority merely by adjusting our viewpoints. The confer- 
ence leader or supervisor who feels that he must find something 
wrong to justify his discussion starts out with two strikes already 
called against him. 

A conference leader must also remember that a distinct feeling 
of inferiority will be felt by the group members if he fails to see 
that they all participate in the conference discussion to a reason- 
able degree. There is nothing so blatantly depreciating as 
being ignored and, as we shall find, a leader must always see that 
sufficient participation to assure acceptance is experienced by all 
group members. The feeling of inferiority which results from 
being the forgotten man in a conference is closely akin to that 
horror of every employee, the boss who calls him into his office 
and then proceeds to ignore him by continuing to road or write 
or give his attention to something else while the employee is 
presenting his story, failure to make it clear whether an 
employee is to leave the room or remain after he has given 
the desired information is just about as embarrassing as being 
ignored throughout a conference session. Inferiority and resent- 
ment cannot help following such treatment, whioh in the majority 
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of cases is pure thoughtlessness and not intentional. Courtesy 
and consideration are always in order and particularly so in tho 
dealings of a leader or supervisor with the members of his group. 


FACTORS IN GROUP CONCENTRATION 

One type of involuntary mental reaction can obstruct and 
confuse the group’s progress toward its conclusion, and at the 
flam?) time give the leader a great deal of difficulty unless he is 
conscious of how to counteract it. This difficulty arises from the 
faot that all individuals cannot maintain a high degree of uninter- 
rupted concentration for the same period of time or for long 
periods of time. Tho length of time that a person can keep his 
interest and concentration at a high level varies with individuals. 
Unless the leader definitely and consciously provides a reasonable 
number of “break features” in tho discussion during which tho 
group may all mentally relax at one time, tho individual group 
members will be dropping out mentally for short periods during 
the discussion. Thus, when an individual's interest flag* 
momentarily, he may miss the very idea or reaction which ho 
needed; this gap will have to bo filled in later, causing tho dis- 
cussion to revert to a previous stage. These "break features” 
are not the same as definite conference recesses which, of course, 
also have to be provided. They are in the nature of illustrative 
stories, experiences, or side remarks by tho leader or group 
members. They are tho typo of thing discussed in Chap. XII, 
Desirable Traits and Characteristics of a Conference Leader, 
under the heading of humor. These moments of relaxation 
must be kept well in hand and controlled by tho leader so as to 
serve his purpose without giving the group the impression that 
any one of them can break in and tell a funny story at any time. 

Since individual group members would be dropping out 
mentally at varying times, tho only wise thing for tho leader 
to do is to provide tmse breaks so that tho group will tend 
unconsciously to relax and drop out all at tho same time. It 
is difficult to sot any definite period of time, since tho breaks 
must be provided when tho opportunity offers at natural points 
in the discussion and cannot bo given in the middle of important 
items. Actually, the loader is faced with the problem of provid- 
ing them only when necessary, since the variations in the dis* 
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cuBSion itself often provide momentary breaks and opportunities 
for mental relaxation, 

Since acceptance develops from the involuntary mental reac- 
tions as discussed in this chapter, they will have much to do with 
the formation of our leadership technique. Acceptance of the 
viewpoint reached by the conference group cannot be attained 
unless we adhere to the rules derived from the ways in which 
people react because it is impossible for us to change them, 
Without acceptance there is no conference. 

INDEX TO 

DIAGRAM 



Fig. 8. — Flow diagram summarising Chap, V. 
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index to diagram 

PROBLEM 


JOINT COMBINED 
ACTION OF 
UNDERSTANDING 

AND ACCEPTANCE 


PARALLEL 
RELATIONSHIPS 
OF THE G.C.P., 
N.T.P. AND THE 


INVOLUNTARY 
MENTAL REACTIONS 


■*- 



Fig. 0. — Flow diagram showing the joint coordinated achievement of under- 
standing and acceptance in the Gonornl Conference Process. 


TRTJE-FALSE QUIZ 

True Falsa 

1. There are two primary, basic urges from which all our 

thoughts and actions originate. 

% Our first urgo is to play the magnanimous benefactor to 
our fellow human beings. , , 

3. The instinct for sclf-preservatiou is secondary to our 

desire to inflate our ego. .. . 

4. Anyone's knowladgo of a particular subject can bo placed 

in one of three general classifications. . ...■ .. 

6. Things whioh are so far from my personal experience and 
responsibility that I feel free openly to confess a lack of knowl- 
edge are in Zone A. 

6. Things on which I have authoritative knowledge frill in 

Zone B. 

7. Zone C covers things on which I am not sure of myself ns 

an authority but on whioh I feel I should bo an authority. , 

0. I will spoak frooly and positively on things on which 1 feel 

I am an authority, 

9. 1 keep my mouth shut and my cars open when I am not 

sure of mysolf but fool that I ought to bo an authority. 

!<>• If I feel I can't bo hold responsible as an authority I talk 

readily. _____ 

11. Zones of knowledge on any subject do not stay fixed with 
an individual but change during tho discussion. _____ 





88 CONFERENCE LEADERSHIP IN BUSINESS AND INDUSTRY 


True False 

12. The object of ft oonferenoe ia to bring all group members 


TO U ^.L 5 ito.»toto«X»aCtotolk,tho„toZonoB ' 
will acquire information necessary to put them into Zone A. . 

14 Zone G people never pass through Zone B m getting to A. . 

15 we must add the phrase "through shifts in the zones of 
knowledge of individual members of the group' to the confer- 

once definition we set up in previous chapters. 

16. A conference leader’s technique docs not have to provide 
for getting shifts in zones of knowledge. 

17 It is impossible to obtain group acceptance of ft conclu- 
sion 'without obtaining shifts in the zones of knowledge of the 


members of the group. _c 

18. The methods used by ft leader to got shifts in zones of 

knowledge are the same regardless of the typo of meeting, 

19. For a leader to set up a feeling of inferiority in a group 
member is inexcusable. 

20. A feeling of inferiority always results in resentment. 

21. Inferiority and frustration cause the same reaction 
because fundamentally they aro one and tho Bftmo thing. 

22. Inspired feelings of inferiority aro always recognized by 

everyone concerned. . 

23. The phrase "men Bhould be taught as though you taught 
them not" is a good guide for supervisors and conference 


leaders. 

24. It does no harm if a conference leader occasionally lets 
the group know that he is smarter than they aro. 

25. The most respected supervisor or loader makes correc- 
tions and ^H.T' Eiw in tho work of his subordinates without set- 
ting up a feeling of inferiority. 

20. The good leader uses the words "my idea 1 1 much oftonor 
than " out idea” or "your idea" in dealing with his group. 

27. Flattery is a good supervisory tool. 

28. Indiv iduals in Zone B are most susceptible to a feeling of 


inferiority. 

29. A conference leader must be oareful iu phrasing tho ques- 
tions given to those in Zone B. 

30. Those in Zones A and C are in a position to tako it with- 
out being sensitive, 

31. Tho best safeguard against inspiring inferiority is 
always to look first for what is acceptable, not for what is 
unsatisfactory. 

32. Much can be done to prevent inspiring inferiority by 
adjusting our viewpoints. 

33. A conference leader must boo that all group mombors par- 
ticipate in the discussion to a reasonable degree. 
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Truo False 

84. Courtesy and consideration arc always good rules to fol- 
low if wo wish to be on the safe side with respect to inferiority, 

35. Acceptance cannot be achieved unless the rules based on 
our involuntary mental reactions are part of our conference 
technique. , 
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SUGGESTED EXERCISES AND OBSERVATIONS 

1, Review several of your own personal desires, actions, and reactions 
and classify them as to their relation to the two fundamental human urgea. 
Observe other individuals’ actions and reactions and classify them ulna. 

2. When conversing with an individual, a group, or in a conference, try 
estimating people’s zones of knowledge at the start of a discussion. Watch 
for and note the progress of the Zone C and U people to Zone A. Chock 
your own reactions and instinctive replies when someone asks you a quo®- 
tion on which you are in Zone ft. 

8. Review any recent instances in which you have felt a feeling of inferior- 
ity and resontmont and decide whether it was direct or inspired. Observe 
both your own and other people’s dealings with those about them or sub- 
ordinate to them from the standpoint of the, possibility of having created a 
sense of inferiority and resentment. Decide how a poorly handled coso 
might have been handled correctly, 

4. Carefully observe thoso about you at homo, at work, and at play and 
note signs of occasional letdowns in maintaining a sustained high state of 
uninterrupted concentration. Compare the variations in the length of 
time that various individuals can maintain their high degree of uninter- 
rupted concentration. Check the effect of it on conference discussion where 
no break features aro provided by tho loader. 
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THE BASIC TYPES 
OP DISCUSSIONS AND DISCUSSION 
OPERATION 


PREREQUISITES OF TUB BASIC TYPES OF DISCUSSION 
AND DISCUSSION OPERATION 

Up to the present time, we have hern engaged in building up 
the general background prerequisite to the formation of a step- 
by-step conference process and it* coordinated leadership tech- 
nique. We have gained an understanding of the basic typea 
under which all possible meetings can be classified and studied, 
separated out those type* of meetings which are conferences, and 
investigated the thinking and learning procedures of individuals 
find groups. The General Conference Process has emerged as a 
logical, practical procedure consistent with basic human psychol- 
ogy and we have investigated the involuntary mental reactions 
that will influence the development of the conference leadership 
technique necessary to its practical application. Before we pro- 
ceed to extend the General Conference Process into the three 
conference discussion methods which permit its adjustment to 
practical problems and the requirements of business and indus- 
try, we must devote some time to the basic tyjxw of conferences 
andthe two methods through which a group discussion operates. 
. Thr °j 8 „ °ur of the types of meetings in Chap. II, Meet- 
mgs and Conferences Defined, we came to the conclusion that 
there are three types of meetings which are conferences. Type 3, 
e ormational meeting, Type 4, the Developmental meeting, 
vf ' ^ a ’ ^ eGonc hiation meeting are all conferences. 

™ bT16fl y r «tate the purpose of each of the conference-type 


BASIC conference types— 
INFORMATIONAL AND DEVELOPMENTAL 

j D ^°f ina ^ 0I1£ d conference has as its objective the impart- 
eve opment of oertain conclusions or information for the 
sn 
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group and the achievement of group understanding and accept- 
ance of them. The leader, rather than the group, is the con- 
trolling authority although individual group members may be 
authorities or have Zone A information on. all or Borne special 
phases of the subject matter. The chief distinguishing feature 
of this type of meeting lies in the fact that the information is 
supplied to the group or developed for them by the leader or, in 
certain special cases, by specialist members of the group. In it 
the leader enters the conference with definite ideas and conclu- 
sions in mind which he desires to have the group reach, under- 
stand, and accept. In the typical Informational conference, ho 
may even impart the information on the same general basis as a 
teacher gives a lecture and then check understanding of what has 
been imparted through directed discussion similar to that used 
in recitation. The Informational conference goes a step beyond 
the mere imparting of the information and checking understand- 
ing as in classroom instruction since the leader seeks the reactions 
of the group and their acceptance of the conclusion reached. It 
is obvious that this is the type of conference meeting which must 
be used in cases where the leader has information which the group 
does not have, i.e., the leader lias Zone A information but there 
are no Zone A group members. 


It must be kept in mind that wc arc discussing the typical 
Informational type of conference which runs true to type through- 
out the discussion. In actual practice, a conference may be a 
combination of the Informational and the Developmental types 
and fall somewhere between them on the diagram showing the 
types of meetings in Chap. II. Wo are at present engaged in 
establishing clear-cut pictures of the basic conference types, for 
without them we will be unable to analyze properly the practical 
conference which is often a combination of them. 

The second typo of conference meeting, the Developmental, 
bas as its basio characteristic feature the fact that the conclusion 
or procedure to bo followed is developed by the group with the 
leader taking no part in the discussion as an authority or con- 
tributor. As will bo recalled, in this type of conference the 
expectancy of complete group acceptance is 100 iK*r cent since it 
presupposes tho development of the conclusion or procedure by 
e group and the gaining of such participation and adjustment 
necessary to give 100 per cent group acceptance regardless 
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achieve a conclusion or decision. Thus we see that the Recon- 
ciliation type of conference is actually accomplished through the 
dual use of the two preceding types; it gains its standing as a 
separate, distinct basic conference-type meeting only because its 
members are not open to acceptance of convictions based upon 
their own personal reactions, reasoning, and logic. 

For the purposes of our future discussion and treatment of 
conferences, we shall consider only two basic conference-type 
meetings, the Informational and the Developmental. It is from 
these two that we shall derive the three conference discussion 
processes based on the General Conference Process. 

CLARIFICATION AND DEFINITION OF ''DISCUSSION” 

Before we can proceed further with the application of the two 
basic types of conference meetings as they relate to conference 
discussion processes, we must take time to clarify and define our 
future use of the word “discussion.” It has often been said that 
one of the drawbacks of the English language is tho multiple 
meanings and usages which are accorded so many words. This 
necessitates constant vigilance to reduce misunderstandings, for 
a word may be used with more than one meaning or shade of 
meaning within the same chapter and sometimes within the same 
paragraph. In Chap. II, we found it necessary to comment 
upon the dual use of the word “meeting” which is mode in this 
book in the same way as it is now necessary to define our intended 
use of the word “discussion.” In a purely dictionary sense, the 
word “discussion” has at least three possible meanings. It is 
defined as the act of exchanging reasons, examination by argu- 
ment, and disputation. For our purposes, tho first one, the act 
of exchanging reasons, is the one from which our usages spring. 

As we have defined a conference, it applies to the attainment of 
an acceptable group conclusion with respect to a particular sub- 
ject or, as we shall term it, “major objective.” During the 
course of a conference-type meeting, a series of conferences takes 
place on the various subjects to be considered. Each of these 
conference conclusions on a particular subjoot is reached os the 
result of tho discussion of the minor divisions or objectives which 
compose the major objective or subject. The group discusses 
eaoh of these minor objectives and reaches an acceptable con- 
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these individual dlsciwions may take the form of oilier a 
Informational type conference or a Developmental type. The 
over-all conference, as it relate* to the major objective or sub- 
ject, takes Its character from the basic conference type of meeting 

^ We S^^TuTword "discussion" to describe the considers 
tbn of a minor objective which may be either Informational or 
Developmental in nature. Our use of the word “d, session” 
restricts it to the method of conducting or carrying on the dm- 
cuesioii of a particular single item rather than to the whole 
conference itself. Very often, we shall use the two words "con, 
ference discussion" together and, when used tn this way, they 
still carry the same definition and usage we have outlined. 

METHODS OF DISCUSSION OPERATION- 
OVERHEAD AND CLOSELY SHAPED 

Now that we have established the two basic types of conference 
discussions, wo may turn to the consideration of the two funda- 
mental methods of carrying on ft discussion. Both the Informa- 
tional and the Developmental conference discussions may be 
carried on in either of two ways. These two methods of dis- 
cussion operation are the overhead and the closely shaped. In 
the overhead method the discussion of a particular item which 
has been brought up by the leader takes place between group 
members, short-circuiting the leader. It is a general K r0U P 
mission with members participating at will. In the c y 
shaped method the leader keeps direct control by asking t e Ques- 
tions, designating an individual to reply, and then tossing me 
discussion to another individual for answer or comment, n 
closely shaped method all the traffic, so to apeak, passes t rouge 
the conference loader who regulates it. This is the exact opposi 
of the overhead method in which the leader allows the K^ U P 
members to participate at will after the discussion has once ® 

started. t . , . 

The overhead method of discussion, operation is not inten ® 
to be economical of time, and time is no factor. It is highly 
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susceptible to gradual digression from the subject at hand to 
something only slightly related to the topic or, in some cases, to 
material which has no relation to the original topic. Its chief 
characteristic is its spontaneity and the sense that it gives of 
the group being in control. 

The closely shaped method of discussion operation is easily kept 
on the beam by the leader, since everything considered passes 
through his hands. He can rule out the irrelevant and, by 
rewording and rephrasing what is offered, clarify it. Figure 10 
shows the paths which a discussion would follow in both the over- 
head and the closely shaped methods of operation. 


OVERHEAD 

METHOD OF OPERATION 



LEADER 


CLOSELY SHAPED 
METHOD OF OPERATION 


E F 



Fio. 10. 


METHODS OF DISCUSSION OPERATION AS AN AID TO GUIDANCE 

When a discussion conducted on an overhead basis has wan- 
dered astray or is about to do so through its digression into 
slightly related subject matter, the leader, by stepping in and 
changing to a closely shaped method of operation for a short time, 
can bring the discussion back on the subject. Ho can afterward 
permit the discussion to operate on an overhead basis if ho so 
desires. In actual practice, the method of operation will change 
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quite often during the course of the discussion. The overhead 
method of operation finds ita greatest field of use in Step II, th e 
Drawing Out stage of the conference discussion, for Step I, 
Approach, Step III, Acceptance, and Step IV, Summation, 
always require some shaping fay the leader in order to reach 
definite conclusions. Even though it were possible to have prac- 
tically all of Step II handled on an overhead basts, some shaping 
by the leader would still be necessary to ensure participation by 
all group members, since there is a natural tendency for Zone 
A and Zone C people to do most of the talking. In addition, 
there will be among the members of way group some who are 
naturally fluent and tend to jump in while the lees fluent and 
retiring group members would contribute very little. Sufficient 
participation by all group members to ensure none shifts is 
neoessary. 

Contrary to a somewhat widely accepted impression, the 
closely shaped method of operation does not necessarily limit the 
contributions by various group members nor restrict their 
participation. The fact that all contributions are passed 
through the leader should not affect the spontaneity of the dis- 
cussion if the leader performs his function in a natural, helpful 
manner. Even when time is a definite factor in a discussion, 
every effort should be made to keep it on as natural a basis as 
possible. Part of the secret of effective closely shaped handling 
is to allow a small amount of overhead operation when it is the 
natural, instinctive outlet for the group. In fact, it is impossible 
to prevent it without tending to kill the discussion when an indi- 
vidual makes a quick instinctive reply to something said by 
another group member before the leader can apply close shaping, 
Later we shall find that even in the extreme, clean-cut Informa- 
tional type of conference discussion there is bound to be a limited 
amount of overhead operation. 

Earlier in this ohapter it was pointed out that in the strictly 
Developmental conference type of discussion, time is not ft 
factor, as the expectancy of 100 per cent group acceptance 
demands full, free, open discussion. Prom this: it is evi- 
dent that its use in practical everyday business conferences 
must be restricted to those cases whore full group acceptance is 
essential. Thus we oan see that a Developmental type of con- 
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ference discussion in which overhead handling predominated 
would not be indicated if time was a factor. However, the 
majority of the benefits of Developmental conference discussion 
could be retained if a closely shaped method of operation pre- 
dominated. Sometimes, as we shall find, Step I of the General 
Conference Process is conducted as an Informational discussion 
with closely shaped operation with Step II, Drawing Out, Step 
I TT, Acceptance, and Step IV, Summation, being conducted on a 
Developmental basis with closely shaped handling. Through 
such a combination as this, time can be saved and yet the pre- 
dominant over-all conference on that subject will still be Develop- 
mental in nature with closely shaped handling. 

The Informational type of conference discussion uses both the 
overhead and the closely shaped methods of discussion operation. 
However, the closely shaped method of operation predominates, 
for the overhead operation is limited to occasional use by the 
leader mainly for the purpose of giving an air of spontaneity 
and group control to the discussion. It will, of course, appear 
from timo to time when one group member replica to another in 
an offhand, involuntary manner before the leader has timo to 
shape the discussion. On such occasions no harm is done, for it 
is a natural thing for one member to reply to another when ho is 
particularly interested. Depending upon the situation, the 
leader can step in and change the method of operation back to 
closely shaped without delay, or, when the trend is in the right 
direction, permit the overhead to continue for a period of time. 

Closely shaped operation will predominate in all the five stops 
of the General Conference Process when an Informational con- 
ference discussion is used. The greatest tendency for the group 
to use an overhead method of operation will usually bo experi- 
enced during Step II, Drawing Out, and Step III, Acceptance. 

As has been brought out previously, conference discussions 
seldom adhere Btrictly to one type throughout their complete 
course. Their general over-all nature is determined by the pre- 
dominance of the Developmental or the Informational type of 
discussion. Thus, in describing a particular conference, wo 
would say that it was Developmental or Informational in nature, 
or that it fell somewhere between the two with a definite leaning 
toward one or the other. 



68 CONFERENCE LEADERSHIP IN BUSINESS AND INDUSTRY 


The flow diagram summarising the essential points that wo 
have covered in this chapter shows in a graphic way the relation- 
ships that have been brought out. Although it would be impoesi- 
ble to include all the details in such a diagram, this is of no 
consequence since, through its simplicity, the diagram showB only 
the relationships between key ideas. 
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Fia. 11. — Flow dingram aummariainjt Chap. VI. 


COMPLETION QUIZ 
Write in missing words 

1. The General Conference Process can be extended into _ specific 

conference dlsoussion processes to permit its adjustment to practical 
problems. 

2. A group discussion ... through ono of . methods. 

3. The three types of meetings which arc conferences are the , , 

the , and the 

4. The , not the — , is the controlling authority In a Type 8 

meeting. 

8. The _ — sots up the procedure or conclusion in a Typo 4 mooting, 
and expeotonoy of is 100 per cent. 

6. In the Type 5 meeting, the objective is the _ - of . 

7. The Reconciliation typo of conference is actually accomplished 
through dual use of the — and the _____ types of conferences. 
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8 . From a standpoint of basic principles, there are only two basic typos 

of conferences, the and the . 

9. The specific conference discussion processes are derived from 

the basic types of conferences. 

10. In a purely dictionary sense, the word lias three possible 

meanings or definitions. 

11. As we shall use tho word "discussion,” it moans "the act of _____ 
reasons." 

12. The basis for the acceptance of a major objective (conference subject) 

is attained through the discussion of each of the making up 

that major objective. 

18. A conference is a of little conference discussions tho 

conference itself. 

14. The conference as rolatod to tho major objective takes its 

from the basic type of conference mooting which predominates in 

handling the minor objectives. 

15. The word "discussion” is used to describe the consideration of a 

or objective rather than the eerioa of conference discussions 

which make up an overall meeting. 

16. The two words "conference discussion" have tho same definition and 

usage as the word 

17. Both the Informational and tho Developmental basic conferences 

may bo carried on ill - of ways. 

18. Tho methods of discussion operation are tho and the 


19. In the method of operation, tho discussion goes on between 

short-eirouiting tho 

20. When tho method of operation is used, the 

keeps direct _____ of it. 

21. is not intended to bo economical of time and is highly 

susceptible to going . 

22. All traffic passes through the when , operation Is 

used and the discussion is easily kept on the beam. 

23. In actual practice, the of will change quite often and 

take its over-all character from tho type that 

24. Overhead operation predominates in the typo of basic con- 

ference. 

26. Step IV, , of the General Conference Process usually requires 

operation. 

26. Contrary to general impressions, . , — __ operation does not 

have to limit participation. 

27. The secret of effective, natural closely Bltnpod operation is to allow a 

small amount of , 

28. It is impossible to prevent all without killing tho 

spontaneity of the discussion. 

29. The use of the type of basio conference is restricted in every- 

day business conferences. 
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89. Thera are basic types ol conferences which can bo handled by 

either or operation. 
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SUGGESTED EXERCISES AND OBSERVATIONS 

1. Select conversations and discussion* at random and classify them as to 
whether they are developmental or informational in typo. No to how the 
nature of the discussion changes with variations in the subject or item dis- 
cussed or shifts in the zones of knowledge of the participants. 

1 . Listen to a group conversation or discussion and check whether it is 
operating on an overhead or a closely shaped basis. Watch the changes 
from one method of operation to the other as the discussion progresses. In a 
fortuitous group discussion without a designated loader, note how at times 
one person tends to dominate and shape the discussion and how at other 
times it is purely overhead operation without a loader but still sometimes 
progresses to a conclusion with undetermined acceptance. 

8. Deliberately start a group conversation on a particular subject and 
see if you can. guide it to a conclusion on a Developmental conference die. 
mission basis using the five-step General Conference Process without making 
it too evident that you arc shaping and guiding the discussion. Allow 
overhead operation to a sufficient degree to counteract your periods of 
olosely shaped operation. Such trials are often difficult but interesting and 
instructive. Note how overhead operation 1 b a natural group outlet. 

4. Select a subject on which you are an authority and repeat 8 on on 
Informational conference discussion basis. Use closely shaped operation 
as much as possible. 



CHAPTER VII 


THE THREE SPECIFIC 
CONFERENCE DISCUSSION 
PROCESSES 


DISTINCTIONS BETWEEN CONFERENCE DISCUSSIONS 
AND CONFERENCE DISCUSSION PROCESSES 

The General Conference Process was developed and defined 
in Chap. IV as the step-by-step procedure by which any con- 
ference discussion may be handled. As wo will recall, the five 
steps of this General Conference Process are necessary to any 
conference discussion. The specific conference discussion proc- 
esses that we shall develop in this chapter will include these 
same five basic steps and will differ from the General Conference 
Process in that the handling of the five steps will bo varied to 
meet the requirements of each specific conference process. The 
three basic conference discussion processes arc then merely 
special applications of the General Conference Process which 
adjust it to the various requirements of conference work. 

In the preceding chapter, wo resolved the three conference- 
type meetings, i.e., the Informational, the Developmental, and 
the Reconciliation, into two basic types of conferences, since the 
Reconciliation type was found to bo a combination of the other 
two. Furthermore, we set up a definition and meaning for the 
word "discussion” as we shall use it and established two basic 
conference discussions, the Informational and the Developmental. 
Each has its own definite characteristics and advantages which 
are the same as those of the two basic types of conferences from 
which they are derived. 

The Developmental discussion has the advantage of having 
the highest expectancy (100 per cent) of complete group accept- 
ance. However, in order to gain it, no limitations can bo placed 
upon the amount of time required for the discussion. Its chief 
attribute is that the group itself develops the conclusion or 
procedure to be followed. Thus the group has to have a reason- 
able percentage of members in Zone A with respect to the subject 
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or major objectiva at the start of the discussion. The leader’s 
function is that of shaping and guiding, not of acting as an 
authority or of supplying information. The Informational dis- 
mission, on the other hand, will not have higher than two-thirds 
expectancy of complete group acceptance but is much more 
economical of time, since the leader can serve as authority in 
addition to shaping, guiding, and controlling the discussion. 
The distinguishing feature of the Informational discussion is 
that the leader develops the conclusion or procedure for the group. 

Before we proceed further, we must again stop to define the 
usage which we shad accord the word " process.” We have estab- 
lished the usage in a broad sense when we set up the General 
Conference Process. In the future, whenever we use the word 
“process,” wo automatically mean and assume the five-step 
General Conference Process. Thus by adding the word "proc- 
ess" to the words "developmental discussion,” we have the 
"developmental discussion process” which ia a five-step dis- 
cussion in which the handling given each of the steps is such that 
the over-all process is developmental in nature. Similarly, the 
phrase "informational discussion process” describes a five-Btep 
discussion in which each of the steps is so handled as to achieve 
the objective desired on an informational basis. 

Summarizing briefly for the moment, we now have at our 
command for use in conference work two discussion processes, 
either of which may be used to carry on the discussion of the 
individual minor objectives or subsubjects which form and are 
subordinate to the major objective or conference subject. As 
was pointed out in the last chapter, the nature of the over-all 
conference discussion is determined by the basic type of disoussion 
which predominates. The same is true in the case of the over-all 
conference discussion process, for it can be either Developmental 
or Informational depending upon which type of discussion process 
predominates. 


DESCRIPTIONS OF THE 

THREE SPECIFIC CONFERENCE DISCUSSION PROCESSES 

Under our present setup, we have only two specific conference 
discussion processes as offshoots of the General Conference 
Process. This does not give us much flexibility in adjusting the 
conference disoussion process used to the requirements of a 
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conference. We know, of course, that in a practical way, a 
particular conference will seldom be completely Developmental 
or Informational since the discussion process used for each of the 
minor objectives may be varied to suit the objective desired. 
Nevertheless, we still have only a choice between the Develop- 
mental, in which time is not a factor if the group is to sot up the 
conclusion, and the Informational, if the leader is to serve a» an 
authority and develop the conclusion for the group with a more 
economical use of time. It would certainly be a distinct advan- 
tage if we had an intermediate conference discussion process 
which retained the advantage of having the group develop the 
procedure without unlimited use of time, even though there was a 
possibility that some of the 100 per cent expectancy of complete 
group acceptance might be sacrificed. A possible lead to such a 
solution is obtained when we recall the two methods of discussion 
operation which can be used, the overhead and the closely shaped. 
If we retained the Developmental discussion principle but used a 
closely shaped method of handling, restricting the use of tho 
overhead operation, we would achieve our objective of having 
the group set up the conclusion reached with the time required 
being held within reasonable limits consistent with the productive 
standards of business and industry. 

Let us, therefore, establish three specific conference discussion 
processes. The first we shall call the Purely Developmental dis- 
cussion process and it will retain the same characteristics as 
what we have termed the Developmental discussion process. 
The second is the new intermediate process which we shall 
call the Shaped Developmental discussion process, while tho 
third is, of course, the Informational discussion process which wo 
retain as is. In actuality, we divided the Developmental dis- 
cussion process into the Purely Developmental and tho Shaped 
Developmental, as is shown in the flow diagram summarising 
this chapter. 

FURTHER CLARIFICATION AND DEFINITION OF TERMS 

We are now ready to investigate the three specific discussion 
processes, but first we must make sure that there will bo no con- 
fusion as to tho use of terms. In this connection, it will be well 
to recall that the word "conference" is to apply to an over-all 
discussion of a Bingle major objective or subject. Thus the term 
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“Purely Developmental conference” would mean that the general 
over-all nature of the conference is Developmental even though 
the five-step discussion process accorded some of the minor 
objectives might be Informational or Shaped Developmental. 
The over-all Purely Developmental conference process for the 
major objective would have five steps. During Step I, Approach, 
the group is focusing its attention on the development of the 
major objective, defining, clarifying, and crystallising it so that 
acceptance is obtained as to what is to bB discussed. Actually, 
mthin Step I at least the first four steps and possibly all five 
steps of one of the three specific discussion processes will appear. 
Step II, the Drawing Out step of the over-all conference process, 
c onsis ts of separate discussions of each of the minor objectives 
or component parts of the major objective. The specific discus- 
sion used in each case will vary according to the needs of the 
minor objectives and in each case the usual conference process 
steps will be used. Thus we see that, in discussing each of the 
minor objectives within Step II of the over-all conference process 
which leads to the acceptance of the major objective, the discus- 
sion might take the form of any one of what wo have called the 
three specific discussion processes, t.e., Purely Developmental, 
Shaped Developmental, or Informational. If the over-all con- 
ference discussion is Purely Developmental, obviously, the 
majority of the discussions would be of that nature. Step III, 
Acceptance, of the over-all conference process would be concerned 
with the securing and checking of group acceptance of the major 
objective while Step IV, Summation, would achieve its crystal- 
lization into a statement or conclusion acceptable to the group. 
Both of these steps would bo Purely Developmental discussion 
processes in the case wo have supposed. Step V, Association, 
would be done by the leader and would knit up and tie in the 
conclusion reached with respect to the major objective with the 
other major objectives. 

As we investigate and discuss each of the three specific dis- 
cussion processes, it must bo kept in mind that they differ from 
the General Conference Process only in tho way that each of the 
five steps of tho General Conference Process is handled and 
adjusted to meet tho needs of tho particular specific discussion 
process. The number of the stops and their function are the 
same in the three specific conference processes ns in tho General 
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Conference Process, since these are merely specialized applicar 
tions of it. 


the purely developmental discussion process 

A Purely Developmental discussion process is one in which the 
leader merely guides and shapes the discussion and does not 
function as an authority. It is a strictly Type 4 meeting and 
is one of the two basic types of conference discussions. The 
group develops the conclusion reached. In this specific discus- 
sion process, the overhead method of operation would tend to 
predominate einco it is the most natural form of group discussion 
where spontaneity and the feeling of group control are desired. 
The leader must, of course, supply such shaping and guidance 
as are needed to keep the discussion from wandering astray into 
material of a general nature. As long as the discussion progresses 
along lines of thought that arc directly, closely, or even slightly 
related to the subject, an overhead discussion is achieving its 
purpose. However, as we shall sec later, the discussion should 
narrow down into the closely and directly related material as it 
progresses and goes through the final stages of Steps III and IV, 
eince the proportion of slightly related material is larger in Step 
II during the Drawing Out part of the discussion. In a Purdy 
Developmental discussion what is known as a casual approach 
may be made to isolate thcmibjcct to bo discussed from the general 
preconference conveiiation of the group. In Step I, Approach, 
the leader must do a reasonable amount of shaping and guiding 
since the group must clearly define what it is to talk about and 
he alone is aware of the major objective or subject. Although 
Steps II, Drawing Out, III, Acceptance, and IV, Summation, are 
Purely Developmental in that the group is the source of all 
information and decision, the leader does often sum up in a state- 
ment the crystallized group conclusion. Although the majority 
of the individual minor objectives will bo handled os Purely 
Developmental discussions, some of them cannot help being 
Shaped Developmental and occasionally Informational in nature. 
Step V, Association, is performed by the leader in all throe spocifio 
discussion processes, for ho has the background as to the over-all 
relationship between the series of major objectives or conference 
subjects that make up the meeting or group of meetings. 
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THE SHAPED DEVELOPMENTAL DISC0SSION PROCESS 

The Shaped Developmental discussion process is much more 
closely directed than the Purely Developmental and the greatest 
proportion of its operation is of a closely shaped nature. In it 
the leader stall serves chiefly as the director and shaper of the 
discussion rather than as an authority since the group still is the 
source of information and decision. The number of instances 
in which the leader would handle certain minor objectives on an 
Informational basis or at least contribute information from time 
to tim e is much higher than in the Purely Developmental discus- 
sion. It is still basically a Type 4 conference discussion since 
Developmental discussion predominates although the overhead 
operation is greatly reduced. Sufficient use must be made of 
overhead operation to give the group the feeling of control which 
is pRRRTit.iiil to a basically Developmental discussion. Some of 
the 100 per cent expectancy of complete group acceptance may 
be sacrificed in the use of the Shaped Developmental discussion. 
However, the reduction can be greatly minimized by a skillful 
leader whose naturalness in handling the discussion gives it the 
same feeling of spontaneity and group control as is characteristic 
of the Purely Developmental. Almost without exception, day- 
to-day business conferences fall into either this classification or 
the Informational. Failure to recognize this has resulted in the 
feeling that conference leading methods were not suited to the 
day-to-day business conference because of the tendency to 
emphasize the Purely Developmental discussion ns the only true 
conference discussion. 

In Step I, Approach, of the Shaped Developmental discussion 
the leader adheres strictly to the closely shaped method of han- 
dling. Through the use of direct questions and statements, he 
focuses group attention on the subject to be discussed. In fact, 
the leader may even make an outright statement of the subject 
for discussion, following it with closely shaped operation designed 
to clarify the statement and define the usage of any controversial 
and ambiguous words, thus isolating tho topio in Bueh a manner 
that the group is clearly aware of its scope and limitations. As 
we have mentioned before, Step I would, in all probability, have 
within itself at least StepB II, III, and IV of the General Con- 
ference Process and in many instances, Steps I and V in addition. 
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As a result of the Summation of the conference subject, the leader 
should have a clear-cut statement of it written on the board. 
In the Summation step, Step IV of the over-all Step I we are 
discussing, the leader actually phrases into a conclusion the ideas 
which the group has accepted in Step III and writes it on the 
board. He does not depend upon group members to form and 
Btate the conclusion as would bo the ease in a Purely Develop- 
mental discussion. Care must bo taken by the leader to see that 
in making his statement, ho merely clarifies and summarizes in 
his own words and docs not change the meaning nor let his own 
ideas affect it. 

The Drawing Out step of the Shaped Developmental, Step II, 
also operates on a predominantly closely shaped basis with the 
overhead method of operation used as required. Of course, 
the group will occasionally slip into overhead operation when the 
leader does not intend it to because of a quick instinctive response 
made by one member of the group to another. There is nothing 
wrong in this and tho leader should not squelch it or lie will 
destroy tho sense of group control and participation. However, 
he should not permit it to run unless ho feels that it is on tho 
beam and achieving tho objective ho desires. In any case, ho 
can tactfully put tho discussion back into closely shaped opera* 
tion by stepping in and indicating a particular individual as 
the one to cany on. 

In the Shaped Developmental Step II, although the loader's 
function is basically the same as in the Purely Developmental 
discussion process, his method of handling is different since oil 
traffic goes through him. Ho must make sure that tho necessary 
shifts in zones of knowledge have taken place since the amount 
of discussion is more limited and tho expectancy of complote 
group acceptance lower than in the Purely Developmental dis- 
cussion process. 

Step III, Acceptance, as wo have found, is peculiar in that 
much of its groundwork is achieved during Step II as the result 
of the adjustment in ideas or reactions that tabes place as the 
shifts in zones of knowledge arc accomplished. The end of Step 
II is indicated when it is evident that all group members are 
approaching or are in Zone A. Step III consists of cheeking to 
make sure of group acceptance, and in its most fundamental 
concoction would consist of polling the group members one by 
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one. Actually this would not be a very desirable nor interesting 
way of accomplishing it. A series of properly phrased questions 
or remarks that bring forth expressions of ideas and reactions 
indicating the various group members' acceptance is much more 
desirable. Very often it is evident to the leader and the group 
that full acceptance and understanding have been obtained and 
it is a matter of making spot checks to be sure that this is so. 
Step III, Acceptance, is most essential to the conference process 
since it is through this one vital feature that we are able to make 
sure that we have achieved a conference rather than another 
type of meeting. Sometimes a fairly large portion of Step III 
may he distributed between the gradual adjustment in view- 
points and reactions which takes place as zone shifts in knowledge 
are accomplished in Step II and the Summation in Step IV. As 
a result, from a time-disposition standpoint, Stop III, Accept- 
ance, may be relatively brief and occasionally practically dis- 
appear as a distinct step for minor objectives. Even in such 
cases where a portion of it is achieved as a by-product of Steps 
II and IV, the leader must not fail to see that the acceptance has 
been obtained. In an over-all Shaped Developmental confer- 
ence discussion process, Step III must always be consciously 
performed as a distinct checkup. 

Step IV, Summation, also operates cm a closely shaped basis 
In the Shaped Developmental discussion with the leader taking 
much more part in it than in the Purely Developmental. In 
this type of discussion, the leader frames and makes the sum- 
marizing statement rather than having the group develop it. 
This is economical of time but carries with it the obligation of 
making sure that the summarizing statement is acceptable to 
the group. This entails some discussion and adjustment but is 
not to be confused with the checking of the group acceptance 
of the basic principles and ideas making up the conclusion reached 
as accomplished in Step III. All that we obtain in Step IV is 
group acceptance of the wording of the summarizing statement 
of the major objective. As has been previously mentioned, Step 
V, Association, is handled by the leader in all the specific con- 
ference discussion processes. 

THE INFORMATIONAL DISCUSSION PROCESS 

The name of the third specifio discussion process is also indica- 
tive of its nature. In it the leader acts as an authority and 
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imparts information in addition to guiding and controlling the 
discussion. In many instances there is no alternative for its 
use particularly where the leader has information to impart 
or where the group does not have the information and batik- 
ground to permit it to develop the conclusion even though that 
would be desirable. As has been mentioned, the typo of discus- 
sion process used often varies with each of the minor objectives 
leading up to and determining the over-all subject conclusion. 
The use of the Informational discussion is almost automatic even 
in an over-all Purely Developmental discussion when the group 
does not have Zone A information. As an illustration, tho 
leader may have new information to impart to the group and 
uses the first few minor objectives to do so in order to bring them 
up to Zone A on something unfamiliar to the whole group. Ho 
does this before calling upon them to combine the new material 
with their previous background in tho succeeding Purely Develop- 
mental discussion. It is still necessary in tho Informational dis- 
cussion to have sufficient discussion to cheek the shifts in zones 
of knowledge and provide opportunity for the group members to 
gam understanding and to adjust their views through oral expres- 
sion of their thoughts and reactions. We must always keep 
clearly in mind that regardless of the specific conference discus- 
sion used, the same basic objectives remain with respect to shifts 
in zones of knowledge, adjustment of thoughts and reactions, 
and group acceptance, 


An Informational discussion is also used in an over-all Shaped 
Developmental discussion process when a minor objective is 
not of sufficient significance and importance relative to the over- 
all discussion to warrant devoting much timo to it. By using 
an Informational discussion process, time is saved, as the leader 
m otep II details the information instead of drawing it out even 
though some members of tho group are Zone A with respect to 
rt. Jle then achieves his zone shifts, participation, and accept- 
ance through closely shaped operation. 

It should bo clear that Step I is tho same in the Informational 
discussion as m tho Shaped Developmental discussion. How- 
ever it is much more often achieved by the use of a simple state- 
ment and definition of the subject to bo considered, supplemented 
by sufficient closely shaped operation to gain definition, under- 
standing, ana acceptance. 
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In. Step II, Drawing Out, wo find that there is a radical depar- 
ture from the Drawing Out "tops used in both tho Purely Develop- 
mental and the Shaped Developmental discussion processes. 
In many ways, the first part of Step II of the Informational 
process is closely akin to tho Step II of tho teaching-learning 
process in that the leader is giving out the information on what 
is almost tho equivalent of a lecture basis. This takes tho place 
of the Drawing Out of the information from the group members. 
The real discussion in the strictly Informational discussion 
process takes place in Stop III, Acceptance, where the group 
acceptance is checked and the necessary zone shifts accomplished 
to provide it. In the Informational discussion process, we have 
a redistribution of emphasis in that part of Step II is accom- 
plished in Step III, Acceptance, where in tho Purely Develop- 
mental and the Shaped Developmental the conditions are 
reversed. In the Informational discussion, Step III, Acceptance, 
must oontain sufficient discussion to check shifts in zones of 
knowledge and actions and reactions of tho group so as to obtain 
group acceptance but it is not unduly prolonged and is pre- 
dominantly closely shaped in operation. 

The most striking and valuable characteristic of tho Informa- 
tional discussion process Step II comes from its ready adjustment 
to the needs of the everyday business conference. It is a require- 
ment of such, conferences, in which a group of specialists or experts 
get together to contribute their specialized knowledge to the joint 
solution of a problem that each expert have an opportunity to 
Btate and explain the aspects and applications of his special 
knowledge to the problem. Inability tc evaluate clearly such a 
procedure in terms of the commonly known Purely Developmental 
conference process has prevented the ready acceptance and use 
of the principles of conference leadership in day-to-day business 
conferences. 

Step II consists, as we have said, of giving out by the leader 
where he is the possessor of information not common to the group 
but necessary to the achievement of a solution. From what we 
have just outlined, it should be clear that selected specialist mem- 
bers of tho conference group may rotate with the leader during 
the giving out or Step II stage of the discussion process. This in 
no way means that the leader relinquishes his control of the group 
since clean-cut, effective leadership is necessary to achieve a 
sound decision as well as economy of time. 
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The conference lender must he keenly conscious of what is 
taking place in Step II of the Informational discussion process, 
for his handling of each specialist's contribution demands flexi- 
bility and adjustment to meet the requirements of each item. 
Such a Step II is an ideal illustration of what actually takes place 
in any conference discussion for, as each specialist’s contribution 
ia made, the leader must sense the group’s reactions sufficiently 
to determine the extent to which it requires checks of zone shifts, 
reactions, and acceptance. The group will give, indications 
to guide the leader. Sometimes a contribution is such that, 
because of previous material and the specialized background’ 
very little discussion is necessary in the Step III covering 
it, while in other cases, because of the nature of the material or 
defects in its presentation, a brief clarifying discussion with 
Summation of it and Association by tbc leader may be necessary 
Thus wo see again that in practice the conference process often 
involves the use of discussions within discussions. Sometimes 
only a Step II and III arc necessary on small subdivisions of tho 
subject or specialist contributions. In other cases, a Step II, III 
and IV will bo sufficient while in the ease of radically now or 
complox material, Steps II, III, IV, and V arc necessary. This 
m no way changes the need for an over-all Stop II, III, IV, and V 
with respeot to the major objective or subject. 

USES AND APPLICATIONS 
OF THE THREE SPECIFIC DISCUSSION PROCESSES 

All three specific conference discussion processes are used in 
both business and training conferences since, as we have dis- 
cussed, each has a definite field of use its indicated by tho purpose 
type, and flow of the conference. It must always be kept clearly 
m mind that, in actual operation, the over-all subject for dis- 
cussion may be handled primarily as any one of the three specific 
conference discussion processus with mast of the minor discussions 
taking tho same form. 

In day-to-day business conferences little use is inode of tho 
uroly Developmental conference discussion process an an over- 
. s cussion method. In fact, it is used only occasionally 

handling somo of tho minor objectives. Its main dis- 
aavantage in tho business-typo conference is its uneconomical 
ol time and the high amount of overhead discussion between 
group members, short-circuiting tho leader. 
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This does not mean that a day-to-day business conference 
never uses a Purely Developmental discussion method, for many 
times the conclusion to be reached has to be developed from the 
group. It does mean that the Shaped Developmental discussion 
should be used in preference since it uses a very direct Step I or 
Approach and in addition calls for closely shaped operation in 
Steps II, III, and IV. Although it is economical of time, when 
properly handled, it docs not greatly reduce the probability of 
obtaining full group acceptance nor limit the adjustment of 
zones of knowledge. Its disadvantage lies in its limitation of the 
free overhead type of group discussion, which is highly desirable 
in some types of parliamentary, creative, and representative 
groups where a sense of complete freedom of expression is 
essential. 

The Informational Conference discussion fills an important 
place in the day-to-day business-type conference. It provides 
opportunity for the introduction of information where required 
as well as acceptance and economy in the use of time. 

Experience has shown that the Shaped Developmental dis- 
cussion process and the Informational discussion process arc 
adapted to everyday business conferences and that in moat 
instances both are used in any particular ease, while the confer- 
ence method as a purely training device calls for tlio use of all 
three. It is to be regretted that a lack of appreciation of the 
proper use and application of the Shaped Developmental and 
Informational conference discussions has tended in the past to 
prevent realization of the many benefits of conference leadership 
as a practical business conference tool. Since business confer- 
ences always have existed and always will, as a matter of common 
sense we should do everything in our power to learn how to 
handle them if only from the standpoint of economy of time and 
money for they form the bulk of what is usually called super- 
visory administrative or executive work. In addition, the 
by-products such as making tho conference a pleasing effortless 
experience and training how to participate oh a conferee are by no 
means inconsiderable. The following summary of tho methods 
of handling tho throe specific conference processes should do 
much to clarify their use and application when viewed in the 
light of the material contained in this chapter. 
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S3 


Step 


Purely Develop- 
mental discussion 


Shaped Develop- Informational 

mental discussion discussion 


I. Approach 


II. Drawing Out 


HI. Acceptance 


IV. Summation 


V. Association 


Casual approach 
Overhead opera- 
tion with closely 
shaped opera- 
tion when re- 
quired to keep 
on beam 

Leader docs not 
act as an au- 
thority — merely 
guides discus- 
sion 

Overhead opera- 
tion with only 
such closely 
shaped opera- 
tion os needed 
to prevent dis- 
cussion going 
astray. 

Zone shifts must 
be chocked 
Group accep- 
tance chocked 
Overhead opera- 
tion as far as 
possible 

Summation of 
conclusion by 
group with lend- 
er’s guidance 
Loader writes 
conclusion on 
board 

Overhead opera- 
tion when possi- 
ble, but close 
shaping required 
in moHl oases 
Dono by leader 


Direct approach 
Closely shaped 
operation 


Leader does not 
ae,t as an au- 
thority-— merely 
guides discus- 
sion 

dowdy shaped 
operation with 
only such over- 
head ns required 
to givo group a 
feeling of con- 
trol 

Zone shifts must 
be chocked 
Group accep- 
tance checked 
Closely shaped 
operation 


Summation 
achioved by 
closely shaped 
operation with 
leader plirasing 
conclusionatn to- 
mcat. Leader 
must not injuot 
own ideas or 
warp group’s 
conclusion in 
phrasing it 
Done by loader 


Direct approach 
Closely shaped 
operation 


Leader acts as 
authority and 
gives out the 
Zone A informa- 
tion required on 
a lecture basis* 
Very closely 
shaped operation 


Zone shifts 
chcckod and 
group accept- 
ance obtained 
Closely shaped 
operation 
Lender phrases 
summing-up 
statement and 
cheeks group's 
acceptance of it 
Very closely 
shaped opera- 
tion 


Done by loader 


InfoSonf Bpe0l,,li8ta or authoriu “ in “>» group may bo delegnled to present >«lr 
Viq. 12. Methods of handling tho throo specifio oonforonoo discussion processes. 





84 CONFERENCE LEADERSHIP IN BUSINESS AND INDUSTRY 



* All three specific conference prueessrH are handled by tiding the. five steps 
of tho Goneral Conference Process adjusting the handling of each step to the 
needs of tho particular conference proem used. 

Fia. 13. — How diagram summarising Chap. VII. 


MATCHING QUIZ 

Match the proper letter to cadi numher no as to got complete correct 

statements. 


1, The five steps in tho General 
Conference Process ato 

2. We find that tho throe Hpceiflc 
conference discussion processes 
are 

S. Whenever tho word "process" is 
used it mcanB 

4. By adding theword" process" to 
“developmental discussion," wo 
have the Developmental discus- 
sion process which is 

5. In the Informational discussion 
process each of tho fivo Btcps is 

6. Tho names of the throe specific 
conference discussion processes 
arc 

7. We divided tho basic Develop- 
mental conference discussion into 


A. an authority na well ns guiding 
anil controlling the discussion. 

B. of the same typo as tho over-all 
discussion of the major objective. 

C. tho Shaped Developmental dis- 
cussion process. 

D. the method of lumilling. 


E. the anino as in tho Gcnoral Con- 
ference Process. 

F. the. Purely Developmental dis- 
cussion process. 

G. tho other two specific discussion 
processes. 
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8. “ Conference " moans 

9. The specific conference discus- 
sions used vary with 

10. The majority of tho discussions 
of minor objectives must bo 

11. In each of the specific conferenco 
discussion processes, tho number 
of tho stops is 

12. A Purely Developmental discus- 
sion is one in which the loader 
does not act os 

13. Overhead operation tends to pre- 
dominate in 

14. Step V, Association, is performed 
by tho leader in 

15. Closely shapod operation is used 
a great deal in 

16. Tho Shaped Developmental dis- 
cussion basically still is 

17. The leader’s function in tho 
Shaped Developmental discus- 
sion, basically the same an in tho 
Purely Developmental, differs in 

18. In tho Informational discussion 
process tho leader nets as 

19. Step II of tho Informational dis- 
cussion process differs radically 
in its handling from 

20. In day-to-day business confer- 
ences very littlo use is made of 


H. an authority hut merely guides 
and shapes tho discussion. 

L ail three specific discussion proc- 
esses. 

J. a Type 4 conference meeting and 
is Developmental in nature. 

K. tho over-all discussion of a single 
major objective. 

L. tho Purely Developmental and 
tho Shapod Developmental 
which gives us the three specific 
conference discussion processes. 

M. merely special applications of tho 
General Conference Process. 

N. so handled that the desired con- 
clusion is reached on an Infor- 
mational basis. 

O. the needs and requirements of 
each of the minor objectives. 

P. the five-step General Conferenco 
Process. 

Q. tho Purely Developmental, the 
Shaped Developmental, and tho 
Informational. 

R. home to any conference discus- 
sion. 

S. a five-step discussion in which all 
the steps ure handled so that tho 
over-all process is Develop- 
mental. 

T. the Purely Developmental dis- 
cussion, 
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CHAPTER VIII 


hints on handling the steps 

IN THE CONFERENCE PROCESS 


Now that wo have seen how the General Conference Process 
resolves into the Purely Developmental, the Shaped Develop- 
mental, and the Informational conference discussions when used 
to conduct discussions on specific items, we shall look into the 
technique, or as it is sometimes called, the handling of each of the 
five steps from the conference leader's standpoint. The details 
of the leader’s technique will be discussed in Inter chapters, as 
here we are interested only in the general characteristics of the 
discussion which takes place in each step of the conference 
process. Since the General Conference Process merely states 
the five steps in a broad way, we shall build our discussion of the 
handling of each one around the Purely Developmental discussion 
process. We can then determine the method of handling used 
foT the other two discussion processes by comparison. 

STEP I, APPROACH- 

ALL THREE SPECIFIC DISCUSSION PROCESSES 

In the Purely Developmental conference process Step I, 
Approach, may be casual and can bo made from the ordinary con- 
versation of the group. Through the use of a somewhat closely 
shaped method of operation, the loader directs the conversation to 
the idea or subject to be discussed and after all group members 
are thinking about it, isolates and summarizes it by writing it on 
the board. This takes alertness and skill on the part of the 
leader, for he must consider each remark made in the general 
group conversation, deciding whether he can draw from it an 
opportunity to make ft statement or ask a question that will 
shape the discussion into a channel leading to the subject he 
wishes the group to discuss. Since the ordinary group conversa- 
tion prior to the start of the casual approach is of a general nature 
not related to the subject for discussion, tho leader seekB to find 
in it ideas or statements that are slightly related to what he 
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wishes to discuss. After he has focused attention on the one 
he selects, he attempts to shape gradually from slightly related 
into closely related material and then into material directly 
related to the subject he wishes to discuss. From here it 
is a simple matter to focus attention upon the statement 
of the major objective or subject to bo discussed. At this 
point, however, only Step I, Approach, of the over-all Step 
I of the conference has been achieved and it is necessary 
to promote sufficient discussion to define the scope and limita- 
tions of the statement, in addition to clarifying any ambiguous 
words which it includes. In other words, alter getting the 
discussion into the desired channel, ho must watch for indi- 
cations of acceptance so that he can crystallize it in the form of 
summation and written statement. It is important that the 
discussion not be stopped too soon, or the group will not havo 
accepted the subject for discussion. Also, tho discussion in 
Step II of the over-all Approach should not be allowed to overrun 
or the psychological point for crystallization will be passed and 
it will be necessary to redevelop it. The key to tho situation 
is the apt use of previous conclusions and objectives as leads 
to an approach through tho use of tho association of ideas. For 
each idea or statement expressed, tho leader must quickly 
review in his mind any possible associations it might have with 
his objective. These associations can bo classed as directly 
related, closely related, and slightly related. Often it will 
be necessary to work a slightly related association of ideas. 
The time for summation is when tho discussion is all in the 
directly related idea classification. Then it is only necessary to 
make a few spot checks of group acceptance and to summarize 
the subject to be discussed in the form of a statement. 

It is readily seen that when Step I is handled through a casual 
approach from ordinary conversation, time ceases to be a factor. 
This makes its use questionable in conferences other than thosa 
where it is necessary to got the group on a freely operating basis 
prior to starting tho discussion or in a purely training conference. 
In leadership training, tho casual approach is used to familiarize 
the group with what a Stop I achieves. 

1 In the Shaped Developmental conference discussion, a casual 
approach from ordinary conversation is not used. Stop I is 
often achieved by the leader starting the discussion with quea- 
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tions that are closely related to the subject to be discussed and 
through a brief period of closely shaped operation, focusing the 
group’s attention on directly related material and finally on the 
particular item for discussion. 

Step I in ail cases must be used to define the limits and Bcope 
of the discussion as well as to state it. Quite often inexperienced 
leaders fall into the trap of making the nummary statement of 
what is to be discussed so general that the group has difficulty 
understanding just what is desired and as a mult gets off the 
beam. Often when consistent with the purpose of the discussion, 
it is desirable to consider only a particular application of the 
subject to one location, office, job, or organization and then, in 
later discussions, to broaden the subject out to develop the general 
phases of it. Another approach is for the leader to provide a 
brief Informational type of discussion in which the limiting condi- 
tions are definitely established prior to treating the subject on 
the general rather than a specific basis. The leader should not 
fail to clarify any words of a dual or ambiguous nature that might 
become controversial; otherwise, each of the group members 
will be using different shades of meaning for the same word. 

Although it is easy to use a bald, direct statement of the subject 
to be discussed instead of a Step I, this is more than offset by a 
lack of group understanding of its scope and of what is expected 
of them. Since no discussion is permitted, the group is generally 
forced to continual clarification and reversion to Step I during 
Steps II and III. Step I serves to clarify in the minds of the 
group the purpose of the meeting and, in turn, the degree to 
which they are expected to participate in setting up the con- 
clusion to be reached. 

Informational discussion processes do not require as elaborate 
a Step I as the other two although the difference between it and 
the Shaped Developmental is much less than that between the 
Shaped Developmental and the Purely Developmental. In all 
cases, care must be taken, to execute Step I properly since the 
time spent in isolating the subject to bo discussed and clarifying 
it in such a manner that everyone knows its limitations and scope 
pays big dividends later in the discussion, 

; What Ant Step I Should Achieve 

To sum up briefly, we might say that Step I should in all 
cases do the following: 
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1 . Focus the attention of the group on the subject to be 
discussed. 

2. Define the purpose of the conference discussion or meeting. 

3. Indicate the extent of the desired group participation in the 
discussion. 

4. Make clear the oxtont to which tho group is to determine the 
decision to be reached. 

5. Definitely set tho scope and limitations of the discussion 
statement. 

6. Clarify the meaning of any ambiguous words used in the 
statement of the major objective of the discussion. 

All these items do not of necessity have to appear as definite, 
concrete statements of fact. Very often they are apparent from 
the handling of the discussion by the leader. 

STEP II, DRAWING OUT- 
ALL THREE SPECIFIC DISCUSSION PROCESSES 

The most critical part of the conference is Step IT, the Drawing 
Out, for it is here that tho conference is made or broken. No 
matter what typo of conference discussion process is used, this 
is the most difficult step to handle; from tho leader’s standpoint, 
this is particularly true of tho Purely Developmental discussion. 
Since the shifts in zones of knowledge take place in Step II, the 
bulk of the discussion is held horo. In tho Purely Developmental 
discussion, tho leader must have considerable skill to guide and 
control the discussion, particularly if tho greater proportion of 
it is of the overhead type. In order to fulfill the requirement 
that the group set up the procedure to be followed, tins use of the 
overhead discussion is tho most desirable owing to the feeling of 
absolute group control that it gives. However, the leader must 
always use sufficient closely shaped operation to keep the discus- 
sion from wandering astray. It takes some time and practice 
for the leader to learn to guide a discussion skillfully without 
influencing the group by interjecting his own thoughts and 
reactions. In addition, most of us have an uneasy feeling that 
the discussion is getting out of control when the group indulges 
in overhead operation and as a result, we tend not to permit 
enough of it. During practice sessions, one of tho most benefi- 
cial experiences a leader can have is deliberately to allow over- 
head operation to progress until it is definitely off the subject 
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and then gradually shape it back into closely related material 
•without making his efforts too direct and obvious to the group. 
Another is to throw out a general question and then wait until 
the group provides an answer or starts the discussion, regar dle ss 
of how long a period of time appears to transpire. 

In the Shaped Developmental Step II, the preponderance of 
the method of operation is on the closely shaped side. However, 
a reasonable amount of Drawing Out of an overhead nature muBt 
be permitted to give the group the necessary feeling of free partici- 
pation and group control. 

From what we have said above, it should be quite evident 
that Step II of the Informational discussion process is very 
closely shaped and that overhead operation occurs infrequently 
although it is bound to appear from time to time. 

The limit of Step II is reached when there has been a complete 
Drawing Out of the group members on the subject so os to obtain 
their ideas and reactions and, as a result, the necessary shifts in 
the zones of knowledge. Drawing Out and shifting zones of 
knowledge are not usually separate and distinct operations. Our 
Drawing Out of one group member’s viewpoints and reactions 
is bound to bring forth comments, questions, and discussion 
which, when properly shaped by the leader, achieve some of the 
zone shift desired. It is actually an ebb and flow progress with 
the gradual accumulation of a drift in the direction of the con- 
clusion to be reached through the shifts in zones of knowledge of 
the group members. As has been previously indicated, the 
groundwork and the basis for group acceptance of the over-all 
conclusion are being woven and bound up step by step as each 
of the minor objectives is discussed and group acceptance of them 
reached. It is similar to the weaving of a fabric in which strands, 
not of various colors, but of ideas, reactions, and shifts in zoneB 
of knowledge gradually form a pattern during Step II whose full 
significance will not be achieved until over-all group acceptance 
is obtained in Step III. During Step II, many of the strands of 
group acceptance are woven and made ready for the finishing 
touch which gives them meaning and significance when over-all 
group acceptance is obtained. 

As the end of the Drawing Out stage is approaching, the leader 
should constantly ask himself, “Has there been as much zone 
shift as we are going to be able to get?” Sufficient questions 
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should be asked to check this, for the leader must be aware when 
the end of Step XI has been reached and the group is ready for 
acceptance. Overrunning Step II has a bewildering effect upon 
a group, for they soon sense that acceptance is on the way. 
When Drawing Out is extended beyond tho natural stopping 
point and attempts are made to get zone shifts that have already 
been attained, the group begins to doubt the whole process. 
Likewise, there is much danger in letting go too soon if some 
member of the group comes up with the correct conclusion very 
early in the discussion. It would make too big a jump or leap 
for the Zone B and C people and would later result in retrogression 
in the conference process for, after getting what appeared to be 
group acceptance in Step III, and attempting Summation in 
Step IV, the discussion would have to revert to Step II when 
some of the group members woke up to the fact that they were 
not sure that the conclusion reached was what they wanted. 
Although this happens naturally every now and then, a continued 
experience gives the group a feeling of instability and ineffectual 
handling. 

The skillful conference loader also seizes opportunity in Step 
II to weave Zone A information subtly into the discussion if tho 
discussion stalls for want of it. In iiddition, he can, as oppor- 
tunity offers, put out Zone A information to be used in the dis- 
cussion of subsequent items. 

The variations in the use of overhead and closely shaped opera- 
tion in Step II depend upon the typo of conference discussion 
used. Their variations with minor items discussed are deter- 
mined by group requirements and the flow of the discussion. 
This was brought out in Chaps. VI and VII. 

The Content of a Successful Step II 

Step II must include the following if it is to be successful: 

1. A type of specific conference discussion suited to the purpose 
of the discussion. 

2. Sufficient discussion to provide tho necessary drawing out 
and shifts in zones of knowledge, 

t Checks to make sure that maximum possible shifts con- 
sistent with type of specific conference discussion have been 
achieved, 
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4. Minimum amount of slipping back into Step II from 
attempting group acceptance and summation before group is 
ready. 

6. Introduction of Zone A information into the discussion as 
opportunity offers. 

fl. Discussion not too brief nor too long, but suited to the 
purpose of the conference. 


STEP m, ACCEPTANCE- 
ALL THESE SPECIFIC DISCUSSION PROCESSES 

Without the group acceptance that is obtained and verified 
in Step III, Acceptance, a conference would not only be futile 
but would not fulfill the requirements of a conference-type 
meeting. Group acceptance is often achieved quickly, easily, 
and simply after the gradual build-up that has occurred in Step II 
because of the progressive acceptance of the minor objectives. 
However, group acceptance of the over-all conclusion cannot and 
must not be assumed to follow automatically as the result of the 
apparent group acceptance of the individual minor objectives. 
In the process of associating them together and welding them 
into one unit represented by the over-all conclusion, there may 
be some further adjustments necessary in group members’ ideas 
and reactions. The omission of a conscious check of group 
acceptance of the over-all conclusion gives great difficulty to 
inexperienced, uninformed conference leaders. This is particu- 
larly true beoause, through checking group acceptance, we find 
out whether we actually achieved acceptance of the minor 
objectives. If we rushed through one too quickly or did not 
obtain true reactions and some group members had given their 
assent with reservations, it is here that it will becomo evident 
and' the necessary adjustment made. Sometimes it is only a 
matter of a brief discussion or a few words; in other cases it 
may be necessary to go back and reopen the discussion of the 
particular minor objective as it relates to the over-all conclusion. 
Step III is actually the leader’s lifesaver when properly used, 
for it gives him a final opportunity to check the quality of what 
has preceded before making his summation. 

In the Purely Developmental conference discussion, overhead 
operation is used to a much greater degreo than in the Shaped 
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Developmental, while in the Informational it raroly appears. 
In all three of the specific conference discussion processes, Step 
III, Acceptance, is of vital importance. Experienced conference 
leaders can sense the degree to which the stago has been sot in 
Step II for group acceptance and adjust the length and handling 
of Step III accordingly. 

It is important to point out that, when a specific conference 
discussion process is being applied to a minor objective, Step III, 
Acceptance, is important even though at times it may be rather 
brief and most of it achieved as part of Step II. This has led 
some writers to combine Steps II and III with the result that 
checking acceptance is likely to be omitted. Most conference 
leaders will tend to omit Step III because of the sense of a gradual 
building up of group acceptance in Step II. They feel that it is 
unnecessary and an imposition upon the group, and then find 
themselves completely at a loss when Stop IV fails. 

As will bo recalled, it was in Step II, Drawing Out, that zone 
shifts of factual knowledge wore obtained, since understanding 
comes through the drawing-out process where all the facts are 
presented and reviewed by the group. Wo must bear in mind 
that, to some degree at least, acceptance is built up during Step 
II even though it is achieved in Step III. 

In handling the steps in the conference processes, the leader 
must remember that, once understanding of the factual informa- 
tion has been gained through the drawing out and through the 
zone shifts in knowledge that resulted, the individuals in the 
group automatically fall into three new zones of knowledge with 
respect to acceptance of a particular conclusion which is being 
sought or developed. This constitutes a dual use which is made 
of the principle of shifts in zones of knowledge because tho 
leader is then watcliing for zone shifts in acceptance of the 
conclusion. With this in view wo can restate tho zones of 
knowledge from the standpoint of acceptance. 

. ^ one A Those group members who have a clear-cut concep- 
tion of tho conclusion and the basis for it. 

Zone B Those group members who feel tho conclusion to bo 
correct but don’t know why. 

Zone C— Those group members who have no fixed feelings 
with respect to the conclusion or who may favor some other 
conclusion. 
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As Step III progresses, shifts in zones of acceptance occur, 
■with full acceptance being obtained when all group members 
are in Zone A or such a degree of acceptance is achieved as is 
consistent with the specific discussion process used. Occa- 
sionally it will be found that in the Purely Developmental and 
the Shaped Developmental conference discussion processes, 
the group changes from what appears to be a growing acceptance 
of positive views or conclusion to the negative view. Thus those 
who were in Zone A with respect to tho positive conclusion 
become Zone 0 or possibly Zone H with respect to the negative 
conclusion, with some former Zone C people Incoming Zone A. 
It must be home in mind, however, that there must be definite, 
logical development of such change in group acceptance of tho 
conclusion and that it is not merely a transitory phase of the 
acceptance discussion of the original conclusion. 

It is important that the leader realize that there are two uses of 
the principle of zones of knowledge, for there is a tendency to 
emphasize the zones of knowledge as they concern factual 
information and understanding and overlook their application 
to the group discussions concerning acceptance in Step III of the 
conference processes. 

Acceptance in Step III Covkhs Five Items 

A good Step III achieves these things: 

1. Obtains group acceptance in an interesting manner without 
a man-to-man poll of the. group. 

2. Provides for checking those group members requiring chocks 
and not those whose acceptance is plainly evident as tho result 
of recently stated convictions, 

3. Makes a natural transition to Step TV, Summation. 

4. Provides a minimum possibility of having to slip back into 
Step II but permits it, when necessary. 

6. Welds the minor objectives into a coherent over-all group 
acceptance. 


STEP IV, SUMMATION- 
ALL THREE SPECIFIC DISCUSSION PROCESSES 

Step IV, Summation, consists primarily of stating tho essentials 
of the discussion conclusion both clearly and economically. It 
is seldom desirable to put the conclusion, statement on the board 
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and then get justification of it when making a Summation except 
when an Informational discussion process is used. Even in thiB 
case it is chiefly a timesaving device and must be carefully used 
since it can operate to cut down the expectancy of group accept- 
ance already achieved in Step III. It is best to put the group in 
the position of convincing the leader, as this tends to prevent 
summation before the group is ready for it. Too early a sum- 
mation cannot help giving the impression that the leader is not 
in close step with the group and is failing to sense group reactions. 
It is important that the final conclusion be written on the board 
and that a few spot checks of the final wording of it be obtained. 

In a Purely Developmental discussion, the leader does not 
word and stato tho conclusion himself but obtains it from the 
group, choosing some group member who is a logical clear-thinking 
type to make the statement for the group. This is characteristic 
of the Purely Developmental discussion in which the group deter- 
mines the procedure or conclusion with the leader merely guiding 
and shaping tho discussion. 

In the Shaped Developmental discussion, tho same general 
method is followed as in tho Purely Developmental discussion 
Step IV in obtaining summation. In this typo of discussion, 
however, the leader is alert to see that tho discussion is closely 
shaped rather than of an overhead type. At times in the Shaped 
Developmental discussion, the leader may actually rearrange the 
wording and statement of the group summation as he writes it, 
being careful to make only such changes as clarify it but do not 
change its sense. 

The Informational discussion is, as we have noted, quite differ- 
ent in nature from tho other two, and it is to bo expected that the 
leader will take more part in phrasing and writing the conclusion 
since he is a factor in it and in some cases controls it to a very 
large degree. 


A Complete Step IV 

A good Stop IV does not neglect tho following items: 

1. Summation is not made before group is ready for it, 

2. The conclusion should be written on the board and accept- 
ance spot chocked. 

3. The summarizing statement should cover tho essentials of 
the discussion conclusion clearly and economically. 
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4. The leader’s participation must bo consistent with the type 
of conference discussion held. 

STEP V, ASSOCIATION — 

ALE THREE SPECIFIC DISCUSSION PROCESSES 

Association, as accomplished in Step V, is purely the function 
of the leader and must be done smoothly and logically. It must 
be so stated as to relate properly with other conclusions and 
subjects in the over-all meeting if it is to bo in correct sequence 
and order with them. 

The leader should not overlook the opportunity given by Step 
V to sow seeds which he can use in Stop I for his next discussion 
subject, provided that there is a relation between the two sub- 
jects. A limited opportunity also is given for the introduction 
of Zone A information for later uso. 

THE OVER-ALL IMPRESSIONS AND SIGNIFICANCE 
OF CORRECT LEADERSHIP 

As has been previously brought out, the outstanding charac- 
teristic of the Purely Developmental discussion is that time k no 
measure; therefore, in it, in particular, it is impossible to make 
definite time assignments for each step in the process. Although 
exact time designations aro impossible, in the case of Shaped 
Developmental and Informational discussions, it is possible with- 
in reasonable limits to estimate the time requirements for all 
steps except Step II. The Informational discussion lends itself 
most readily to the close estimation of time requirements when 
its Step II is handled on the lecture basis with brief directed 
discussion as mentioned in Chap. VII. 

Above all the leader must know at all times just what stage the 
discussion is in; otherwise his leadership will be ineffective and 
confusing to the group, for ill-advised and ill-chosen attempts to 
achieve transitions between the steps give the group a feeling of . 
insecurity'- and aimlessness. The leader must have a definite 
discussion plan worked out in advance and he must know and be 
sure of his objectives and their subordinate minor objectives as 
well as the steps leading up to them. 

We must keep in mind that wo have been discussing the various 
steps in the conference process and how to handlo them and 
looking at them in great detail. However, to the conferee, the 
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conference procedure is not a serioB of steps but a smooth-flowing, 
natural discussion. As a result of this, if the leader is aware of 
what he is doing, ho can see the need for the discussion to retro* 
gress when necessary and make it seem perfectly natural and at 
the same time save it from disaster. From tho detailed way in 
which we have been looking at the discussion as a etep-by-atop 
process, one might get the impression that, to tho conferee, the 
discussion would seem like riding in an automobile with five 
speeds forward when it is driven by an inexperienced driver who 
fumblingly jams us into each of the successive speeds with a jolt 
and a shock. All that tho conferee senses in a well-led conference 
is that the discussion started smoothly with the group well aware 
of what was to be discussed and its scope and limitations and that, 
after an interesting discussion, an acceptable conclusion was 
reached. When tho leading is ineffective the conferee is con- 
scious that there was confusion as to what was to be discussed, 
its limits and scope, that the discussion was disjointed and 
unsatisfactory, and that the conclusion reached was of question- 
able value. 

IDENTIFICATION QUIZ 

Write in the number of tho Btep in tho General Conference Process to winch 
each statement applies 

Step focuses attention of tho group on tho subject to bo discussed. 

Step provides sufficient discussion for drawing out and shifts in 

zones of knowledge. 

Step defines tho purpose of tho discussion. 

Step obtains group acceptance in an interesting manner without a 

man-by-man poll of tho group. 

Step ties up tho conclusion with tho other conclusions reached. 

Step does not summarize before tho group is ready for it. 

Step provides for checking only those group members requiring 

checks and not those whoso acceptance is plainly evident. 

Step indicates tho extent of group participation desired in tho con- 

ference discussion. 

Stop welds tho minor objectives into a coherent over-all acceptance. 

Step includes tho introduction of Zone A material into tho discussion 

as opportunity offers. 

decision mal108 °* (inr *ho extent to wliieh tho group determines tho 

Stop i a a natural approach to Step IV. 

Step has tho conclusion written on tho board and spot chocked. 

p 18 n °t too long too short but suits tho purposo of tho discus- 
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a. „ makes sure that the maximum possible zone shifts consistent 
... 5. + vrl0 0 { gpeci&o discussion have been achieved. 

^definitely sets the scope and limitations of the problem to he 


Step 0 — clarifies the meanings of any ambiguous words in the statement 

of the problem f stop n 0I j y w hon necessary. 

gj ZH results ina summarising statement which is clear, concise, and 

•IT'm ? ‘I 'n-lll ‘AI ‘III ‘I 'll 'III 'I ‘III ‘A.I ‘A. ‘Ill *1 'll ‘I 



CHAPTER IX 


QUESTIONS AND TIIEIR USE 
IN CONFERENCE LEADING 


the power of the question 

It is hard to believe that such a simple thing as a spoken ques- 
tion is one of the keys to human conduct, achievement, and 
cooperation. Through its use, we are able to obtain an expres- 
sion of the thoughts and reactions of other individuals and, in so 
doing, set up channels for the mutual exchange of ideas. The 
power of the question lies in its requirement of an answer. If 
it is phrased in such a manner as to require more than a mere 
"yes” or "no,” it is all the more effective. We cannot expect 
to influence people's decisions or help them form their conclusions 
unless we know their whys and wherefores. With this knowl- 
edge, it is possible for us to make an intelligent, understanding 
attempt to form or adjust their ideas and, if the circumstances 
demand it, adjust our own to the other fellow’s. In many cases, 
it is a matter of mutual adjustment with the acceptance of a 
compromise arrangement. Without the response that a well- 
phrased question calls forth, very little positive information 
would be available as to the why of an individual’s position. 

In one of the earlier chapters, tho fact was mentioned that wo 
learn and gain understanding through any or all of our five senseB. 
As you will recall, it was pointed out that we learn best through 
seeing and that the more senses wo call into play in learning, the 
more readily we learn. When a question and answer are used 
as a means of gaining understanding, our main channel of recep- 
tion is, of course, that of hearing. Through the proper phrasing 
of questions so as to inspire tho questioned individual to explain 
his ideas or reactions fully instead of merely indicating his posi- 
tion with a "yes” or “no,” wo are able to call into play something 
secondary to our five senses. For want of a better name, wo 
often call it our subconscious mind, for wo speak of it vaguely 
as the forming of pictures in the mind’s eye. Through this ill- 
defined channel of subconscious perception wo gain the advantage 

eo 
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of the impressions and pictures that the descriptive -words form 
in our mind and emotions. In a more rational controlled way, 
subconscious perception uses the same approaches to our involun- 
tary mental reactions as the orator, the actor, the motion picture, 
or any of the stimulators of our subconscious which make us 
almost see, feel, and live what is being portrayed. The very word 
“reaction” as it applies to what is called forth by a well-phrased 
question, cannot help causing the individual who replies to go 
through a vicarious mental reenactment of what ho says. Like- 
wise, similar favorable or unfavorable reactions are set up in the 
listener, for most of us get our impressions tiirough the mental 
pictures that words convey to us, with the pictures colored hy 
chfi rliTi gH of meanings based on our own experience and con- 
ceptions of the words used. It is said that this is one of the chief 
reasons why so few can really conceive and think in the abstract 
fields of higher mathematics and physical sciences, for we find it 
difficult to do our thinking and form our reactions without being 
able to visualize them in terms of what we sec and feel. 

The peculiar power of the question reaches more deeply into 
our natures and involuntary reactions than wc realize. It is a 
two-edged sword that haa an effect on both the questioner and 
the questioned. This is due to its very close relation to the two 
fundamental human urges which we mentioned earlier in this 
book, “I want” and “I want to be.” A questioner is obviously 
satisfying the first motive, while the questioned is achieving the 
far-roaching second type of satisfaction, “I want to bo.” It is 
this second feature which is so important, for when the questioner 
listens sympathetically and understanding^, a sequence of 
natural reactions is set up within the questioned individual which 
somehow makes him instinctively more cooperative. How 
many times have we Been this operate in cases where we have 
let people get things off their chest? Many times, the mere act 
of explaining and telling their reactions in reply to a question 
stimulates the same sort of a response. A judicious use of ques- 
tions is one of the most desirable and effective supervisory tools 
when it is coupled with an ability to listen and got the other 
fellow’s viewpoint without cutting in too soon. 

Too many decisions are made before all the ideas and facts 
have been obtained. In the recent book, “The Technique of 
Handling People,” by Dr, Donald Laird, Mr. Walter S. Gifford, 



questions and their use in CONFERENCE LEADING 101 

President of the American Telephone and Telegraph Company, 
is quoted as follows: “It is important in a conference that every- 
one be given an opportunity to talk at length, that ideas expressed 
be listened to with tolerance by all.” It is of vital importance 
that the questioner and, in conferences, the group give thought- 
ful, considerate attention to the contributions of each group 
member. 


THE FOUR BASIC TYPES OF QUESTIONS— 
OVERHEAD, DIRECTED, REVERSE, AND RELAY 

Questions are the main operating device of the conference 
leader. As we have defined a conference, there must be an oral 
expression of thoughts and reactions and it is difficult to stimulate 
expression without the use of questions. If we depend upon 
reactions to statements and opinions alone, our group participa- 
tion will be low, because the average individual is not stirred up 
to the point of expressing liimsclf when a simple statement is 
made unless he is directly or vitally concerned. In fact, unless 
we are appealed to in a direct fashion, our mental attention may 
be elsewhere even though we givo the appearance of following 
what is said. 

It will be to our advantage to check over tho various types of 
questions that can bo used in conducting a discussion. There 
are four basic types of questions, the overhead question, the 
directed question, the reverse question, and the relay question. 
As the name implies, the overhead question is one which is asked 
of the group with no particular person specified as tho one to 
reply. In a directed question, wc indicate who is to reply. The 
reverse question is used in reply to a question when the individual 
questioned does not wish to answer without additional informa- 
tion or is attempting to have the original questioner develop tho 
answer himself. In other words, tho question is answered with 
a question, for the leader directs another question back to tho 
same one who asked him the original question. In many ways, 
the relay type of question is more a matter of handling than a 
type of question, for there is nothing creative in it. It comes 
into use when an individual such ns a conference leader is asked 
a question that he does not wish to answer himself; ho relays it 
by directing it to some individual other than the ono who asked 
it. The leader merely relays tho question to someone else, being 
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careful to do it in a natural way. At times, a question is relayed 
to the group at large as an overhead question. 

The overhead question has its most effective field of use in 
overhead operation although it can be used effectively in starting 
the original discussion in a casual Step I such as may be used in 
the Purely Developmental conference discussion. Its main char- 
acteristic is that the question is asked of the group at large with no 
one being designated to answer. The directed question, is one 
in which the name of the person who is to reply is stated either 
before or after the question. In group discussions as in teaching, 
it is desirable to ask the question first and then, after a slight 
pause, indicate who is to answer. This starts everyone 
about the question instead of allowing them to relax and lot the 
other fellow do it, which happens when the name is stated before 
the question. Care should be taken not to allow the pause 
between the question and the name to be long enough to permit 
the group to come in and turn the question into an overhead type. 
The reverse and relay types of questions are particularly suited 
to closely shaped operation. 

Summing up our impressions with respect to the four basio 
types of questions from the conference leader's viewpoint, we 
see that, when he wishes to ask a question, he has two alternatives. 
He may ask the question of the group at large on an overhead 
basis or he may ask it on a directed basis directing it to a particu- 
lar individual. When a question originates with one of the group 
members he has three alternatives: he inuy relay the quostion to 
another group member to answer; ho may reverse the question 
back to the one who asked it, seeking amplification, clarification, 
or development of the answer; or the leader may answer the 
question himself. Obviously, if the leader answers the question 
himself, no direct problems as to the use of questions to further 
the discussion are involved. From the standpoint of contribut- 
ing Zone A information, this would take place mostly in Informa- 
tional-type discussion. It is in the proper selection and use of 
the basic types of questions that the louder makes or breaks his 
discussion for they must be adjusted to the typo of discussion 
operation as well as to the needs of the group for securing partici- 
pation and shifts in zones of knowledge. In the Purely Develop- 
mental and Shaped Developmental discussion processes, the 
leader will seldom answer a question and contribute Zone A 
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information as such. He will use the relay or reverse typo of 
questions since the group is the source of authority and from 
them the conclusion will be obtained. It is interesting to note 
that the relay and reverse questions themselves can be used on an 
overhead or directed basis depending upon whether the method 
of operation is overhead or closely shaped. Through the selection 
and use of the overhead type of question, the leader stimulates 
overhead operation while, by using directed questions, he places 
closely shaped operation in effect. In order to stop overhead 
operation and convert to closely shaped operation, the leader 
may step in and originate a directed question, he may seize upon 
a question which one member of the group has asked of another 
and relay it to still another in the group, or he may reverse tho 
question upon the individual who asked it and then continue on a 
closely shaped operation basis. It goes without saying that 
regardless of the specific typo of conference discussion used, the 
leader will make use of all the four basic types of questions. 
However, the character of the discussion will be evident from 
the types of questions which predominate. 

THE USES OF THE FOUR BASIC TYPES OF QUESTIONS 
IN HANDLING DISCUSSIONS 

The four basic types of questions provide the leader with four 
useful tools for handling discussions,* however, that is not the 
complete story for each of these four basic types may be used in 
any one of three different ways to control the course of tho 
discussion. The three ways mentioned are to lead off, to advance 
the discussion towards its objective, and to provoke more discus- 
sion to amplify and draw out a particular point. Figure 14 will 
help to convey the meaning of these three uses of the four basic 
questions. A lead-off question is used to start the discussion 
of a particular major or minor objective and, of course, would 
most likely be an overhead or a directed question. This is shown 
by the arrow to tho left that starts the diagram. As the result 
of the lead-off question, several replies would be obtained from 
group members. Tho leader would then select one of tho 
responses as the one for discussion and isolate it from tho others. 
In doing this, he would ask a question of a follow-up type thereby 
advancing the discussion toward its conclusion by separating 
out the desirable reply for further discussion. This is indicated 
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in the diagram by the second arrow from the loft which „ n 
follow-up. Now, let us suppose that as a result of the foTlnt ^ 
question, several more replies are obtained from the trroun 
this point the leader has two paths open to him. He mav J? 
to secure further group contributions in the form of idea* 7? 
reactions relative to the idea he liaa isolated with his folic 
question, in which case his question would be of a provocative 

GROUP 
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QUESTION 


GROUP 

RESPONSES 



_ FOLLOW UP 


QUESTION ^ 
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QUESTION 

' 

additional 

GROUP 
\ RESPONSES 





FOLLOW UP. 


QUESTION 


>- Indicates Questions - Could be any of four basic types 
Fro. 14. Uses of btwio typos of questions. 

nature and expand the discussion vertically rather than hori- 
zontally toward its objective. After he had obtained enough 
meet ments by using provocative questio J, 

^nd U + Se an fr questi0n t0 follow U P the discussion 
S ?! J t0 ™ rd . th0 conclu8ion - Thus we seo that when 
! T 1 T ? T d f0r ft> l l0 w -up purposes, it advances 
j. i 01 HS10n the final conclusion, while provocative use 
tends to expand the discussion without moving it forward. Some 

m,Si eXaraP eS »w-,f trRlghtf0rWarcl ' ^‘embellished provocative 
questions are: Will you expand on that?," "—and in addition 
to what you have said, is there anything else?” or "Can you 
amplify that a little?" Later in this chapter in the list of illusL 
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tions of tho various ways in which the same idea may be phrased 
as a question, there are instances of more indirect, subtly phrased 
provocative questions, 

THE IMPORTANCE OF THE PHRASING AND 
WORDING OF A QUESTION 

The most important thing about a question is its wording and 
pV.rn.qing for questions which merely call for a simple ''yes" or 
“no” answer do not draw an individual out of his shell. Ques- 
tions should be phrased in such a way as to require an explanation 
of a viewpoint or the relation of an experience. For instance, if 
we wish to find out how a baseball pitcher throws a curve ball 
and ask him, “Can you throw a eurvo ball?" wo will probably 
get a simple “yes” or “no" for an answer. If we phrase the 
question, "What do you think is the best way to throw a curve 
ball?” it will call for an explanation and probably some degree 
of demonstration. 

Conference questions should at all times be stimulating in 
nature, and the phrasing of the questions determines this. Unless 
we take care to phrase our questions to give the impression wo 
desire, we may involuntarily give the group an impression we did 
not intend. The same basic question can bo phrased and worded 
so as to be interesting, tactful, commendatory, or censorious as 
well as to convey many other impressions. As a matter of inter- 
est and comparison, a few of tho impressions and shades of mean- 
ings that can be conveyed by variations in phrasing a question 
are illustrated below: 

Illustrations of tub Shades of Mbanino Given a Question 
by Variations in Its Purasino and Wording 

Idea on which reaction fa sought . — -The wisdom of advertising to keep good will 
during wartime when product is not available, 

NATURE OF IMI’RISBHION 

CONVBY151) rilRASINO AND WORI1INO 

1. “Yes” or “no” response Should wc continue our advertising program 

desired just to keep good will? 

2. Inspired response) It doesn't scum worth while to continue our 

advertising program just to keep good will, 
docs it? 

8. Free expression of opin- What is your idea, Bill, should we continue 
™ our advertising program just to keep good 

will? 
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i. Procedure or (actual in- 
formation requested. 

5. Put on the spot 

0, Build up tho one ques- 
tioned as authority 


7. Depreciatory 


8. Censure 


8. Commendation 


10. Hypothetical statue — 
personal views avoided 


11. Appeal for assistance 


How can we find out whether adver tisin g just 
to keep good will pays? 

Can you prove that this program of advertis- 
ing has been worth while? 

Bill, you have specialised in customer reao- 
tiota for many yearn. Can you explain 
your ideas on advertising just for good 
will? 

Bill’s ideas on advertising for good will just 
about clinch it but since wo havo a couple 
of minutes, can you let us have your views 
Jim? 

Your layouts seem to have been a flop, Jim. 
Do you think it is worth while to keep on 
with this advertising for good wiI17 

Can you let us have some of your good 
common-sensu ideas ns they relate to 
advertising for good will? 

The president of nrio of our largest competi- 
tors thinks advertising for good will pays. 
Can you explain how such a position could 
be justified, Bill? 

Wo have to settle on our budget for advertis- 
ing and don’t know what to do about 
advertising for good will. Have you 
fellows any good ideas on it? 


From these illustrations, we see that in addition to questions 
coming under ono of tho four basic types and having three 
possible uses, they can also bo phrased and worded so as to give 
distinct, definite impressions. In this connection, wo can see by 
inspection that most questions that convey impressions are 
composed of two distinct elements or parts. (Sometimes the 
question as a whole really consists of two distinct sentences, for 
the port that conveys tho impression is a separate element from 
that which determines the question’s basic type and use. 


THE HYPOTHETICAL THIRD-PERSON QUESTION 
AS A CONFERENCE DEVICE 

The next to the Inst example in the series given above, No. 10, 
not only demonstrates tho two elements of a question idea but 
also illustrates one of the devices of tho conference leader often 
used for handling a subject upon which members of tho group 
have distinct prejudice. Through the use of a third person it 
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divorces the opinions and ideas expressed from the group. In 
the above illustration, we have reduced the prejudice to some 
degree by wording the question “The president of one of our 
largest competitors thinks advertising for good will pays. Can 
you explain how such a position could be justified, Bill?'’ We 
are not so likely to become unduly exercised about a subject when 
considering it hypothetically in relation to someone else’s ideas. 
The group has a chance to express themselves without having to 
take an actual position which they will have to support. In 
other words, the hypothetical third-person question does a little 
face saving for both sides. This phrasing can also be used by 
the leader when ho wishes to introduce ideas to the group with- 
out making it evident that he is doing so. 

THINGS TO AVOID IN USING QUESTIONS 

So far in this chapter we have dealt with the general types of 
questions as well as their actual use as part of the leader’s tech- 
nique. This phase of conference leading will be treated further 
in later chapters where the technique of conference control is 
covered. As has been pointed out, questions can create both 
favorable and unfavorable reactions on the part of the questioned; 
in a conference, a favorable reaction is the most desirable. The 
word "favorable” is used hero in the sense that it gives tho indi- 
vidual questioned a feeling of satisfaction as opposed to one of 
dissatisfaction, not whether ho is in favor of or against tho 
particular item under discussion. A question that gives a feeling 
of dissatisfaction raises a distinct sense of opposition in the group 
members. However, it has a limited value in conference leading 
because it can at least got a sluggish group to moving. It is 
unwise to ask or phrase questions in such a manner as to incur 
enmity or fear, for both give rise to involuntary reactions which 
sharply limit our ability to reason. Fear releases body secretions 
that dull our reactions and limit normal responses mainly to seek- 
ing an escape. Thus wo should avoid 

1. Arousing antagonism. 

2. Asking questions that it is doubtful tho individual can 
answer. 

3. Asking questions of a personal nature. 

4. Asking questions that build tho leader up and knock the 
group down. 
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5. Putting an individual on the spot if the leader v 
superior, or in front of his boss. er is his 

6 Asking sarcastio questions or questions which extma* 

individual to ridicule. xpose an 

7 Asking vague, indefinite, or ambiguous questions which a 

““ moy “ nsTO » 

We must never forget that asking a question carries with it 
the obligation i of listening to the answer and giving intelligent 
weU-considered comments. Questions and answers are ™ 
mdmmbJe duo since neither has any value without the other 
A conference leader should give strict attention to the individuals 
replying to the questions he has asked. The leader who 2* 
not do so is in exactly the same position as the supervisor who 
calls an employee into his office, asks him questions and th™ 
proceeds to do other work such as reading or writing while the 
empbyee is attempting to make his point clear. It is not only 
p or manners, but, as we have discussed previously, a sure way 

- 42 

PERSONALIZING QUESTIONS TO CONVEY SINCERE IMPRESSIONS 
Aithough the analysis of questions and what might be called 
the straightforward mechanics of their use is of vital importance 

lowered°if noUost* 3 ^! 1 ' t +u Qffectiveness of questions is greatly 
and life they givcn a Penalizing warmth 

OJO N ° matter how expertly the question may be chosen 

to type, or how well it is phrased or how skillfully used it will 

make iTrefld 6 ] 1 ^ ^ PU f 1 poae lf Iacks the human qualities which 
make it readily accepted and welcomed. 

theimnrfi 6 “ d ° f the leadcr ar ° i™* «a much a part of 

the impression conveyed by the question as its wording. A 

er may by his tone of voice involuntarily and unconsciously 
betray the secret that he doesn’t like to conduct conferences or 

questioneTor 7 5^ t0 ° muc]l of the ^dividual being 
benelth ft / 7* ° ? er of the Prejudices that may lie 
leldef m^bef 00 ° ,° Ur eP ° ken WOrds ' A « aia ™ see that a 
and enW the iT in6ly interested in P 0 °Pl° and their reactions 
fa Pre r ted by the ^banging problems 

PeiSOnahtiea wluch °°rfront him. The only sure way to 
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prevent personal reactions being flensed by the group is not to 
permit oneself to have them. This is easily achieved by devotimr 
one’s whole energy and attention to handling the subject under 
discussion, at the same time maintaining a real, sincere desire to 
put the group’s interests first and help them achieve an acceptable 
conclusion. This ties in quite intimately with the desirable 
traits and characteristics of a conference leader, which we shall 
discuss in a later chapter. 

The leader's presence, decisiveness, and confidence carry a 
great deal of weight in shaping the impressions conveyed by his 
questions He must throw out his questions i n « uc h a wav as 
to give a definite imprassion that he himself is interested Tf Z 
hesitantly and uninterea tedly sneaks out a question, the group 
feels his lack of enthusiasm and responds apathetically tf the 
leader is not interested himself, how can he expect to stir up 
interest within the group? p 

The leader should go to any length to avoid giving the imp™. 

this is an easy habit for supervisor to fall into since they 
we accustomed to ferreting out facts in their day-to-day super- 

0, Xt n °. fc ° nIy CttU8C '* thc K r,,u P to cover up, it also gives 

SSKT" lhot th0 la “ dor h lr « l “ ^£5 

JJi craftsmen who take a justifiable, worth-while pride i„ their 

trad e and ThetnT the Wtty tImy «** the t«»la »f their 

trade. The conference leader is in the same position; however 

e works with people and their ideas and reactions which bn 

££££■* tl l™ 8h th » « - quo»l"'™“ 

. te * l "° ls ™nhing smoothly by tho application of 
uatatantog and intaroot in tho group', aolfaro. 

to plTtSw f * « extensive u quetion, aud 

ment of miMtm V U \° Ur , ^ Vcs ' ^ nve limited our treat- 
conference lppr) 08 ^' 0 ^ le ^ lmc * amenta l Principles which apply to 
versation and our ordinary daily con- 

oStaKJT in with Cha "' xr,t ' 

questions bv tlieS’ h , Co I Vt5W afc m,m « lcn Kth tho use of 

^cussion. A comnlirT {“*?" j n f llpin « ftnd guiding the 

provided as part of P t)iA ntdyH1H of the use of questions is 
-duotad by tho teaw, <1U ““ ty ““ dis0U8d0n 
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PROBLEM 


HOW QUESTION 
ORIGINATED 


FOUR BASIC TYPES 
OF QUESTIONS 
WHICH MAY BE 
SECLECTED TO 
HANDLE SITUATION 


THREE WAYS 
WHICH ANY OF 
FOUR BASIC TYPES 
OF QUESTIONS 

MAY BE USED 



Fia. 1C, —Flow diagram Buunuariiing Gimp. IX. 


TRUE-FALSE QUIZ 

. , Truo False 

1. Tho power of the question lies in its requirement of an 

answer. ' 

2. A well-phrased question calls for an answer which tho per- 
son. will picture in his mind, 

3. The ability to listen must bo coupled with tho use of ques- 
tions as a supervisory tool. 

4. Questions aro a minor tool of the conference leader. ___ 

6. Stimulation of discussion is almost impossible without the 

use of questions. 

6. There are four basic types of questions. 

T. The overhead question is directed, by giving his name, to 
the individual who is to reply. ___ 

8. Directed questions are asked of the group without a par- 
ticular person being specified os tho one to reply. 

9. In a reverse question, tho lender directs tho question back 

to tho one who asked it. 

10. A relay question is one which tlio leader directs to some 

member of the group other than the ano who originated it. 

u ; A question is novor relayed to tho group at large on an 
overhead basis. 
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12. The overhead question is moat effective in starting ovcrJ™ 
head operation. 

18. In a directed question, it is usually best to give the name 

after the question is asked, 

14. The reverse and rolny questions are not particularly ' 
suited to closely shaped operation. 3 

16. The leader makes or breaks his discussion through tho 

proper selection and uso of the four bugio types of questions 

» »• <** “? "v™ <■«»«»». jl i,u:» — 

overhead or directed basis. 

17. Closely shaped operation is placed in effect by tho leader 

by using directed questions. 

18. Hegardiess of the specific typo of conference discussion 

used, theleader will moke use of all four basic types of questions 

19. The character of a discussion will bo determined by the 

types of questions which predominate. 

30. Eaoh of tho four basic types of questions may ho used 
three ways to control tho course of a discussion 

21. A question is used as a load-off question when it starts a 

discussion of a subject. “ 

22. The discussion is advanced toward its conclusion when a 
question ib used for follow-up purposes, 

23. Provocative use of a question tends to expand the discus- 

sion without moving it forward. u »- 

im 2 ptl h c 0 Phraail,e and W ° rdi,1B ° f tlU08Uon “ * 

tinf nf Qu “ tl0118 - 8l l 0uld , bo pllmatHl so n« to require an oxplnna- 
tion of a viewpomt or the relation of an experience. 

26. Caro must bo taken to phrase a question to ronvov tho * ' 

r 11 118 * fufii1 iui bw,itt »*” und — 

iJl'Jzl f th, H’' per8on ( l UC8t >ons docs not help to relieve 

tensnm where prejudice is present in the group. 

Jr. QucBt, °" a can "Cato both favorable imd unfavorable 

reactions on tho part of tho person questioned. 

-V.2ST. .’Sir' 0 * i °' m ‘ «* » 

tafto d ° C ' "° l °" rj ' “ y "Vtonrt to li». 

.irn'S” 1 ’ 0 ", 1 ' P™P»rfy oIiuboh •» to liuic ty w ,,„l „ m 

~J to 1. — lh ° d "’ ri i” Wi".., it n.t 

* BmiS,''" d ™Wvon», .nil cnliit — icq curry 

5St™ v °' ™ eh ‘ m «» Hi. S 
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34. A leader should never give a feeling of cross-examination^ 0 
to an individual or group. 

36. Questions aro the leader's tools and he keeps them in good ‘ ' 

working order by his interest in the group's welfare. 

36. The use of questions and discussion control and guidance 
are not related. 

37. A question and its answer are an inseparable duo. ' ' 

88. A knowledge of questions and their use is essential to a * ’ “ 

supervisor regardless of conference leadership. 

39. The proper use of questions is an aid to ordinary eon- ' ' 

vernation. 

40. It is not unusual to go through a whole day’s contacts 
with people and not ask a single question. 

-m 'xee ‘xse 'm 'aoe ‘ase \lt-e ‘aee '.hie 'm ‘m 
tats ‘uz ‘xes ass ‘dn 'ass 'ass \uz 'xos ‘.lot ‘.let ‘azi ‘aot 

‘X9T ‘API AST 'AST 'AH 'AOI 'A0 ‘AS 'AZ 'AO 'as 'A* 'XE \LZ 'XT wmuy 

SUGGESTED EXERCISES AND OBSERVATIONS 

We are constantly asking questions and making replies to them and thus 
have a continuing opportunity to apply the rules and principles that govern 
their use. With a little observation, practice, and thought, we can improve 
our ability os conversationalists, supervisors, and conference lenders bv 
consciously selecting the right basic typo of question and using it so as to 
give tho exact results wo want. 

1. Before attempting to use tho basic typos of questions, spend some time 
listening to questions asked by others and classify them mentally as to tho 
four basic types. Continue tho listening-post procedure by mentally 
classifying questions you hoar as to their use, i.e., load-off, provocative 
and Mow-up. Finally, classify questions you hear os to basic typo and use. 

2. The second step is to try out tho basic types of questions in your 
day-to-day conversations at work and elsewhere. Follow this up by 
deliberate trials of tho lead-off, provocative, and follow-up ubgs of the basic 
types of questions. Train yourself to select the basic typos of question 
and how to uso them so as to fit tho needs and requirements of your con- 
versation or discussion. 

3. By checking questions asked of you as to use, let your knowledge of 
the three uses of questions help you make intelligent replies. 

,,‘'7” questions you hear asked as to tho shades of meaning given 
them by their phrasing and wording. Note instances in which the impres- 

0 1 ° T nveyecI dld not Buit tho reaction seemingly sought. 

6. Note instances in which the questioner makes a decision without using 
^T Ca J, 1V0 qu ^ tion , s ^ « iva ^0 questioned individual a chance for a 
'*** 01 « - “ «» 



CHAPTER X 


CHARACTERISTICS 
OF INDIVIDUALS AS AN AID 
TO GUIDING CONFERENCE 
DISCUSSIONS 


The remarkable place occupied by questions in our everyday 
life as well as in the conference process was strikingly evident in 
our discussion of their nature and uses in the last chapter. Ques- 
tions are, of course, directed at people ami in a conference, to the 
members of the group. Thus any treatment of conference back- 
ground and technique would be incomplete without some analysis 
of individuals in order to develop some guiding rules as an aid to 
conference discussion. The scope of our discussion will, of neces- 
sity, be limited to those traits which will further the development 
of a satisfactory conference leadership procedure. The over-all 
subject itself has many interesting and fascinating phases, for 
contact with people always has been and always will he the moat 
compelling in human experience. 

THE TWO GENERAL SITUATIONS 
INFLUENCING INDIVIDUAL CHARACTERISTICS 

From our standpoint, there are two general situations under 
which we shall investigate the characteristics of individuals as 
they relate to making a conference a productive, satisfying, and 
inspiring experience for the group and the loader. In day-to-day 
business conferences involving groups made up of men within 
one organization who, for the most part, already know each other 
through past association, wo generally have a much loss tense 
starting and operating condition than exists in intercompany or 
interindustrial conferences composed of comparative strangers. 
In intracompany conferences the leader knows the characteristics 
and backgrounds of the conferees or is able to obtain some ideas 
about them and the group has n common background of policies, 
operating methods, and general objectives. All these things 
tend to create a freer atmosphere for initiating conference discus- 
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Bions without devoting aa much time to the removal of the natural 
restraints present in a conference group. Intercompany or indus- 
try conferences are similar to those of an intracompany type- 
however, they present more problems because of differences in 
objectives, practices, and policies as well as a lack of knowledge 
of each other's characteristics and reactions. 8 

The second type of conference situation occurs in a purely 
training conference such as is used in supervisory training in 
business and industry, in sales training conferences, and in uni- 
versity graduate seminar work. In the purely training confer- 
ence, there is a lack of the direct, competitive cloment that under- 
lies the purely business conference, even though at times it may 
not appear on the surface or bo sensed. This makes a somewhat 
different general viewpoint necessary for a correct application of 
individual traits to conference procedures. The same charac- 
teristics in individuals take on different shades of meaning and 
modes of expression under the two situations. As an illustration, 
a group of engineers and executives from an electric power com- 
pany, an illuminating gas company, and a street railway com- 
pany meeting in conference to set up procedures governing the 
joint use of right of way, would exhibit different manifestations 
of the same characteristics from a group of supervisors within 
one of the companies attending a purely supervisory tr aining 
conference. Recognition of these differences in manifestation is 
best learned through experience. In this chapter, we shall treat 
the general characteristics as they apply in conference leadership, 
assuming an average condition, and what we develop will apply 
in a fundamental way to both of the situations we have men- 
tioned. Although an individual’s basic reactions in both situa- 
tions may be the same, his manifestations of them will be colored 
by the situation. However, a knowledge of the fundamental or 
average condition will equip the alert leader to make full 
effective use in his leadership technique of the variations in 
personal characteristics of individuals. 

THE INSTINCTIVE TENSION OF A GROUP DURING THE 
INITIAL CONFERENCE SESSION 

_ ^e fact that people tend always to react similarly to the same 
situation gives ua cause for reassurance. A group naturally will 
be under some tension during the Btart of a conference, in the 
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same way that an individual cannot help experiencing some 
fanfli nn even when meeting another individual for the first time. 
It is natural to withhold a little bit until we have had a chance to 
size up the other individuals, form our opinions, and sum up our 
reactions. Nature provides for an instinctive defensive tosting- 
out process before venturing too far. Thus there is no cause for 
ii.lB.r m in the fact that until the ice is broken and a group feels 
at ease with one another, a sense of tension will persist. The 
leader can almost feel the tension ease when a group realizes that 
it is made up of a bunch of regular fellows after all and that no 
one is going to get burned at the stake or crucified. It is difficult 
to estimate the characteristics of the members of a group until 
the period of tension has passed and a sense of belonging has been 
achieved. Sometimes in intercompany and interindustry con- 
ferences the competitive feeling can be subdued only to a point 
where it does not markedly restrict free expression, since an 
underlying current of it will always be present. The leader must 
keep in mind that any group is composed of normal people after 
all and that the basic characteristics of individuals as wo shall 
discuss them will apply although they may manifest themselves 
differently in different situations. 

CLASSIFICATION OF PEOPLE FROM A CONFERENCE STANDPOINT 

It is not strange therefore, that the first thing we think of when 
we have a conference to conduct is what kinds and types of people 
are going to make up the group. We feel that we must find out 
all we can about each of the individual conferees so as to las better 
able to handle the discussion. It is natural for us to be concerned 
as to whether the discussion will fall flat and fail. Wo are 
particularly aware of the possibility that the group may get out 
of hand. If wo are not personally acquainted with all the group 
members and have no reliable information about them, one of the 
indirect major objectives of our first conference session is to judge 
and olassify thorn. Wo are particularly interested in whether 
Borne group members aro ready and easy talkers, because, there 
must be some in the group to keep the ball rolling. Let us Itet 
the characteristics that wo should look for and determine during 
the first session of our conference. Wo should classify individuals 
as: 

1. Fluent talkers. 



116 CONFERENCE LEADERSHIP IN BUSINESS AND INDUSTRY 

2. A verage talkers, 

3. Poor talkers. 

4. Quick-trigger type. 

6. Clear-thinking and cold-logic type. 

6. Phlegmatic typo. 

7. Argumentative type. 

Occasionally there may be an individual or individuals in the 
conference group who have or form a personal dislike for the 
leader. Sometimes the leader knows this prior to the conference 
while, in other cases, it may not be evident until he senses it 
during the conference. This 5s not a natural characteristic of 
individuals but an unusual situation which might arise in a con- 
ference. It is covered in Chap. XI which deals with situations 
and problems in conference leading. 

Curing the first conference sessions, the loader will resort to 
closely shaped operation because of the tendency for the group 
to be in a state of tension and the opportunity that it gives the 
leader to do more talking and carry the load temporarily. 
Through the use of closely shaped operation, the leader is also 
able to distribute tho participation ho that he can determine the 
characteristics of the group members. During this time, his 
use of the four basic types of questions will be largely on the 
provocative rather than tho follow-up side. 

HOW TO USE VARIOUS INDIVIDUAL TYPES IN 
CONFERENCE DISCUSSIONS 

When we have gained information as to the characteristics 
of the various individuals, we can make use of it in many ways. 
For instance we should 

1. Use those who argue to start discussions. 

2. Use the cold-logio type for statement and summing up. 
This type is also useful in getting tho discussion back on the 
beam if it is referred to them when it is going astray. 

3. Use the quick-trigger type to stimulate discussion. 

4. Use the phlegmatic typo to slow down discussion when the 
pace is too rapid. 

5. Use the average talker to pace the discussion. 

Regardless of whether an overhead or closely shaped operating 

method is used or whether the discussion is handled on a Purely 
Developmental, Shaped Developmental, or Informational basis, 



CHARACTERISTICS OF INDIVIDUALS 


117 


all types are needed at times in the discussion. It is necessary to 
watch the distribution of the discussion and guide it carefully 
if all are to participate to the degree necessary for their under- 
standing and acceptance. This does not mean that everyone in 
the group must be worked into each and every discussion to the 
same degree but their reactions must be watched and studied if 
we are to be able to determine whether it is necessary to call them 
into the discussion to check zone shifts or acceptance. The leader 
must be constantly on the watch for changes in zone distribution 
in order to use effectively the crossfire between Zones C and A in 
guiding the discussion. 

EFFECT OF COMPETITIVE INTEREST 
ON EXPRESSION OF CHARACTERISTICS 

In order to clarify further the effect of the underlying current 
of competition that is particularly evident in the intercompany 
business conference, let us illustrate briefly what is meant by the 
shades of expression that may color normal individual charac- 
teristics. Under the situation mentioned, a normally fluent 
individual may at times hold back and not react characteristically 
in attempting not to disclose his hand or to stick his neck out 
too early iu the game if his own direct interests are involved. At 
other times in the conference, ho will he perfectly fluent and tend 
to react characteristically. Similarly, a poor talker or a phleg- 
matic individual may jump in, seeming to act out of character 
for short periods if his own competitive interests are in danger. 
These variations will not kill the conference nor even startle the 
conference leader if he is aware of the possibility since, during the 
greatest part of the time, the group members will tend to follow 
average characteristic patterns for reaction. 

PLANNING CONFERENCE SEATING ACCORDING TO 
INDIVIDUAL CHARACTERISTICS 

To provide for a balanced discussion, the characteristics of the 
group members should he taken into account when the seating 
is arranged. In addition to separating individuals who are close 
friends or closely associated in their daily work and who might 
start individual conversations, we should set up good distribution 
of discussion by making the beBt possible use of the type of 
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individuals. Changes in seating after the start of the conferee 
are usually ill advised and should be made only as a last resort 

A seating arrangement should be planned on the basis of over- 
head operation. The main objective is so to distribute the readv 
talkers around the table that when the leader raises a question 
the natural flow will be across those who are less likely to partici- 
pate. This will not only keep them actively aware of the discus 
sion but will also tend to bring them into it. A poor seatinc 
arrangement where tho natural discussion flow takes place at 
one end of the table or between adjacent group members makes 
the others feel left out besides preventing all-inclusive operation 
The diagram of the natural flow of overhead operation around a 
conference table shown in Fig. 16 is not intended as an exact 
model to be followed faithfully for all groups; it only illustrates 
the principles involved. Many times a particular individual 
might have prominent dual characteristics Buch as being coldly 
logical and a fluent talker, coldly logical and a poor talker, or 
coldly logical and highly argumentative. 

The same general arrangement of individuals applies for the 
closely shaped operation as for tho overhead. A glance at the 
diagram will show that the leader could start a discussion by giv- 
ing it to a fluent talker, at tho opposite end of the table or to an 
average talker. In addition, if ho has fluent, quick-trigger, and 
average talkers property placed, ho will have sufficient points to 
which he can shape a discussion at any time and be sure of a 
response and still not short-circuit too largo a number of the 
must keep in mind that in choosing the participants 
m the closely shaped operation we also have to be guided by the 
zone knowledge if we are to inspire a natural discussion with 

sufficient spontaneous limited amounts of overhead to keep it 
interesting. 

As you will note, the highly argumentative or hostile type is 
placed next to the leader at his left. This is done deliberately 
for tins is known as the blind spot position. It is natural for a 
right-handed person to short-eirouit an individual on his immedi- 
a e e and as a result the leader can, without effort or evidenoe of 
deliberate intent, short-circuit a person in this position. Thus 
he can shoot his questions to others, ignore the ill-advised con- 
tributions of the individual in the dead spot, and make it seem 
na ur to do so. After a few such experiences of being left out, 
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most people get the idea and guide themselves accordingly. Such 
an arrangement is also of advantage in overhead operation for 
when it becomes necessary, the leader can closely shape the dis^ 
cussion so as to exclude the annoying party. The reason that a 
nght-handed conference leader tends to by-pass the group mem- 
ber next to him on his left is best illustrated by the fact that when 
he rises from his chair to write on the board close behind him he 
will involuntarily turn to the right since that is the shortest 
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Fig. 10.— Natural flow of overhead operation. 

leftlandp?! 1 ^ righ !? 11 liand in a siting position. Likewise, a 
hS-oirnl 1 WlU tend t0 the °PPosite reaction and Trill 

n 1 ! tS° UP , mc ! mber next *> ^ his right. 

. Jr . tb0 day ‘ tcKla y business conference where a group seats 
iteeh mere or less at will, it is not possible to arrange ZgrZp 

seatiTSt mdlvldual characteristics. Where the 

olassifv °° nferenoe lea dw must be on the alert to 

S23KS “ characteristics and guide and shape 

th this m mmd. In the business conference, it 



120 CONFERENCE LEADERSHIP IN BUSINESS AND INDUSTRY 

would be unwise to break up the “boss and satellite” combination 
in which the ranking superintendent or supervisor attends the 
conference accompanied by one of his stall who is familiar with 
the details of what is to be discussed. Since the staff member 
will be on the alert to feed his boas bits of information and advice 
on what is discussed, it would be foolish as well as fatal to the 
success of the conference to break up such a necessary combina- 
tion. Although a formal seating arrangement is more charac- 
teristic of the purely training conference than the day-to-day 
business conference, the same principles with respect to the use 
of the characteristics of individuals and the natural flow of over- 
head discussion apply. Choice of the type of meeting or con- 
ference best suited to the mooting objectives and good leading 
technique will in many ways offset the disadvantages of a poor 
seating arrangement. 

SIMPLE METHODS OP CHECKING CAPACITY 
POR UNDERSTANDING AND LEARNING 

A conference leader, like a teacher, must have some easily 
applied means of checking to see whether a lack of ability on the 
part of a group member causes him to fail to gain understanding 
or react satisfactorily. Tho old adage that "it is the teacher’s 
fault if the student fails to learn” is true only when average 
normal intelligence is presupposed. The conference leader in all 
probability will not run up against this problem as often as the 
teacher, with whom it is only an occasional experience. Some 
standard for chocking is essential; otherwise, the conference 
leader may be attempting to secure a zone shift and acceptance 
which are impossible, or at least not worth the time they would 
require. Unless a standard for comparison is available, the con- 
ference leader has no way to gauge whether the individual has 
not made the zone shifts for acceptance because be is uncon- 
vinced or because he lacks the ability or mental capacity to do so. 
The same quick approximate chock can be used by both the 
conference leader and the teacher. 

The indices to an individual’s capacity to understand and learn 
are two in number. People who have good learning ability 
always have these two qualities to a reasonably high degree: 

1. Power of concentration. 

2. Ability to perceive significance. 
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Watching for and recognizing a lack of either or both of these 
qualities enable us to pick out individuals needing careful and 
special treatment. Furthermore, it also enables us to detect 
extreme cases and not assume that the fault is with the leader or 
the conference group when such is not tho case. These two 
simple rules are not difficult to apply as these qualities are readily- 
detected. If time after time a man cannot keep his mind on the 
subject under discussion or cannot perceive the significance of 
what is going on, it should be apparent to the leader that the 
individual's mental capacity is low. Of course, it is seldom that 
we find an individual who lacks both of these qualities to a really 
marked degree unless he is in tho dullard mental range. How- 
ever, either one or both of these qualities can occasionally bo 
lacking to such a degree as to make it uneconomical of tho 
leader’s and the group’s time to secure that individual’s complete 
understanding and acceptance. 

As a matter of interest, these same two general rules are used 
by supervisors, employment managers, and interviewers on a 
continuing basis. A little conscious direction of the conversation 
or discussion will give an indication of an individual’s lack of 
these qualities if it is significant. Sometimes an individual’s 
personality, his willingness, and his cooperative, sincere attempts 
to make good prevent the leader from realizing that his intelli- 
gence is below average. Such situations must be sized up in as 
impersonal a manner as possible in order to be fair and to make 
our decisions of value. 

THE “MALE MENTAL PAUSE'’ AND ITS SIGNIFICANCE 

From the standpoint of tho age groups that we encounter in 
day-to-day business conferences, any mention of the two indices 
of learning ability must be accompanied by some comment upon 
which we shall term the "male mental pause.” Learning ability 
and the male mental pause should not be confused; a lack of learn- 
ing ability is inherent and unfortunately permanent, while the 
male mental pause is, almost without exception, a temporary con- 
dition. Since in many cases tho individuals with whom we deal 
in our business conferences are drawn from the same general 
group over a considerable period of years, wo need to be aware of 
this from a conference standpoint as well as from a normal com- 
mon-sense supervisory and personnel angle. 
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In the more pronounced manifestations of what we have termed 
the male mental pause, its effects are almost as far-reaching 
although in a somewhat different way as in the case with the 
woman in heT late forties. All of us are familiar with the appar- 
ently unexplainable instances in which a man who has had long 
active service and shown marked ability suddenly goes into a 
slump in his middle or late forties. The quality of his work 
drops; his errors in judgment increase; and he lacks the interest 
and drive that he has always shown. Of course, the percentage 
of these cases is usually higher among nonsuperviaory employees 
where a feeling of frustration may have more opportunity to 
develop than at supervisory levels. However, it is rather a char- 
acteristic of the period in life than the level in tho organization. 

No one can say exactly what touches off each case; a man may 
suddenly realize that after all he is not going to be able to achieve 
the high pinnacle of success he may have set for himself; his 
chances of becoming president or general manager are practically 
nonexistent. Or the cumulative effects of such factors and the 
release from the demands of a growing family when they start 
reaching maturity may play a part in the letdown. Fortunately, 
in most business organizations such cases are treated sympathet- 
ically and in the course of a year or two, at the most, the indi- 
vidual pulls out of it. In some cases, reloase may be sought in 
drinking or in other types of indiscretions which affect the indi- 
vidual’s job and, if not overcome, may have rather serious 
permanent effects on his career. It is not our purpose here to 
go into the ramifications of such problems, although they are 
vital and interesting, but rather to point out the possibilities of 
their existence in group members. Within a particular organizer 
tion, it is quite possible to handle them sympathetically and under- 
Btandingly. Once the leader has sensed the reason for apathy 
or an opposite reaction such as undue belligerence, both he and 
the group can adjust their expectancy of understanding and 
acceptance accordingly. Frustration usually manifests itself in 
action and the attempted compensation through action may take 
forms having no connection with the original cause of the frustra- 
tion. It is not within the scope nor the intent of this book to 
cover the handling of such coses. However, it might be well to 
point out that the best possible solution is to provide desirable 
channels for outlet. Throughout our lives, the provision of 
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psychological cushions is essential to survival. Many individu- 
als supply them for themselves in the form of hobbies and activi- 
ties which compensate for frustration on and off the job while 
others need someone else to guide and help them in providing the 
necessary balance wheel. Most of us desire to achieve high 
success but few of us will admit oven to ourselves that we are 
unwilling to give up the outside activities or family relationships 
that mean so much to us or put in the added effort and time 
necessary to achieve it. Cases of the male mental pause are not 
numerous, but the conference leader should be aware of their 
existence and not be caught off guard if ho is faced with such a 
situation. 


THE DESIRE FOR SELF-EXPRESSION 
AND ITS USE IN CONFERENCES 

If there is one singlo characteristic which all of us have in 
common, it is our demro to talk about ourselves. A conference 
leader should never forget that this is an indispensable means of 
obtaining interesting, effective group discussion. Our inherent 
willingness to talk about ourselves can bo naturally and easily 
exploited by the skillful conference leader through the device of 
asking group members to give illustrations of points under dis- 
cussion from their own experience. N othing is more enlightening 
to a conference leader during his training period than to resort to 
this device when the discussion is lugging and see the rise in 
interest which results. In fact, the conference leader will find 
that the recitation of his own personal experiences, either actual 
or conjured up to fit the case, forms an admirable way of con- 
tributing Zone A information or provoking additional discussion 
in the group. 

THE INTERRELATION OF THE LEADER’S TRAITS 
AND THE GROUP'S CHARACTERISTICS 

Before completing this chapter, wo must emphasize again that 
in our discussion of the various factors that make up a conference 
leader’s background and technique, wo are looking at each one 
in detail and that all of them must bo welded together to form a 
sensible, useful whole. This chapter must be interwoven with 
the following chapters on situations and problems in conference 
leading and the desirable traits and characteristics of a conference 



CONFERENCE LEADERSHIP IN BUSINESS AND IND\ 


INDEX TO 
DIAGRAM 


USTRY 


PROBLEM 


HOW CAN THE CHARACTERISTICS OF 
INDIVIDUALS BE USED BY CONFERENCE 
LEADERS IN GUIDING DISCUSSIONS 


CHARACTERISTICS 
OF INDIVIDUALS 


TWO POSSIBLE 
SITUATIONS 
CONFRONTING 
THE LEADER 


FLUENT AVERAGE POOR QUICK COLD 
TALKERS TALKERS TALKERS TRIGGER LOGIC PHLEGM ATIC 



JTg. 17— Flow diagram oumnmriilng Chap. X. 











CHARACTERISTICS OF INDIVIDUALS 


125 


leader, since the conference process requires the interrelated 
actions and reactions of both the leader and the group for its 
achievement. 

COMPLETION QUIZ 
Write in mining words 

1. There are general situations under which it ia desirable to 

investigate the characteristics of as they relate to conference 

procedures. 

2. The first situation involves business and 

intercompany conferences. 

3. The second is the typo of conference. 

4. The direot competitive element is lacking in the 

conference. 

6. The same characteristics in individuals take on different of 

meaning and expression iu the two ... 

6. Until the ice is , a sense of will persist in a group. 

7. It is difficult if not impossible to sisc up individuals until tho 

has been 

8. For confercnco discussion purposes wo should classify individuals as 

talkers 

talkers 

talkers 

quick typo 

logic typo 

typo 

type 

9. During tho first conference session with a group, it iB natural for a 

to use operation. 

10. In hia get-aequninted session, the loader’s questions will bo used to 
discussion. 

11. The leader should use 

those who to start discussions, 

r. typo to sum up and get the discussion back on tho 

beam if it goes astray, 

type to stimulate discussion, 

typo to slow down discussion, 

talker to paec discussion. 

12. of individuals aro needed at times in nil conference 

discussions. 

13. Tho of tho discussion among group members must bo watched 

if all are to participate enough to get understanding and - — 

14. When possible, tho of conferees should ho planned in advance 

so as to get good 

15. A seating arrangement is planned on the basis of operation. 

18. The same general arrangement will work for . 

17. Tho blind spot is ____ to the loader on his . 
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conferences, a planned Boating arrange fc 

19. The proper type of meeting and good leading teclimaue will 

poor seating arrangement. 

20. Q uick che cks of an individual's capacity to understand and learn are 

to 

“ Ifl aom “ timea — — - of tho group’s and loader’s time to attomot to 
got 100 per cent of all group members. pt to 

on ft"** abi f t>r ) antI — Blrould not be oonfused 

23. The one single c haracteristic most common to nil of us is the desire to 

H —7- of por “ nal »>y group members keeps up interest 

u ntriDuUng information when it is needed. 

-imto ' Wfmfnx . S0AiaBjno , noq „ ^ 7^21 ;; a u °™ 

E' 58 , luoiuiouooouu -iz •oamwytuJiis oatooiocI 

AlHW .uoTiTujuaauoo mmo.i -qz ^osjjo -or -oiqisBod:' n 0 u 
8T qjOMxau -/,x 'uoynuodo podvqs Apsoja -ox •puanjoAo -or 
•uoissnosip ‘Suites •„ -oauu^aaou Z/J 

nv 'St •aatm.Au 'oixmnaoiHd ‘waar^oinb ‘ortor-pioo ‘on 3 m -tt 
'° T , '2 1 d T itiafl ° 13 -8 •oA.xuxuomnBrv 
•SerH Pi°0 jo38wx jooj 'oSiuoAy ‘<>uon T j - 8 -ua^wq 'uoisuoi 
1 no3[ojq -q •suojtwnis ‘sopuqB -g -Huiunm Aramd 

* ^ nd< 8 

SUGGESTED EXERCISES AND OBSERVATIONS 

for tbo ,. mMnb ® rs of auy business conference group and watch 

S at mfcTSct T- ° £ f th ®. COmpetitivo olement "h® questions arise 
tnat might affect their standings as authorities. Note how it chances 

Ih.mXT “ 4 a “ “ *lUl Hi* clmracteristica c.pr« 

C^MkSZSifitSfa^ ‘ b °"‘ 

а. Fluent talker, 

б. Average talker. 

c. Poor talker. 

d. Quick-trigger type. 

e. Clear-thinking and oold-logio type. 

/. Phlegmatic type* 

0. Argumentative typo. 

isssstt* *• *• — - 

gathering ' ^atch^ and ^ wv ° f fJ“ 0UBsion place in any group or 
Ki and check the path it takes from person to person, noting 
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tto types of individuals who participate the most as well as the effect of the 
different types on the discussion. uuo 

4. Over a period of a few days, estimate the capacity of various individuals 
es to understanding and learning, cheeking their ,x>wcr of concentration S 
abihty to perceive significance through conversation. Mako onportunitk« 
to contact as many levels of general intelligence as possible ^ 

6. Deliberately inspire someone who is naturally difficult to talk to to 
talk about lnmself, his accomplishments, or his ideas, then try to shai* the 
conversation to another subject and keep him talking on it. 1 



CHAPTER XI 


SITUATIONS AND PROBLEMS 
IN CONFERENCE LEADING 


THE BROAD NATURE OF CONFERENCE SITUATIONS 
AND PROBLEMS 

Our study of people has covered not only how we think and our 
involuntary mental reactions but, in the last chapter, how these 
traits affect the personal characteristics of individuals. Although 
we are considering chiefly how the conference leader can use these 
characteristics to build a natural leadership technique, it is 
evident that individuals and their personalities vary over a wide 
range. If this were not true and all people had exactly the same 
make-up, personalities, and characteristics, life would bo rather 
monotonous, to say the least, and conference leadership could be 
systematized into a single simplo routine. The fact that no two 
people are exactly the same naturally gives riso in conference 
leading to many situations and problems from a purely human 
angle. These lend color and life to the step-by-step routines that 
make up what we have termed the general and specific conference 
processes. Like every other physical or mental structure erected 
by man, these processes have no real meaning or volition until 
activated by the manifold personalities of the individuals con- 
cerned. Each group of conferees has and will develop an over-all 
group personality based not only on the intermingling of the 
individual personalities of the group but on the leader’s attitude 
and his skill in conducting the discussion. 

In this chapter, we shall devote ourselves chiefly to a study of the 
situations and problems that the leader may encounter during 
the course of a discussion and the way to handle them. Although 
the situations that might arise in a conference are innumerable, 
there are some typical classifications under which most of them 
will fall. We shall review Borne of these typioal situations and 
see what procedures the leader might use to meet them. Even 
though we cannot review them all in detail, we shall secure a back- 
ground of action which can be adapted to meet specific oases and 
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upon which a leader can build his technique until ho has gained 
firsthand experience of his own. 


THE THREE ORIGINS OF CONFERENCE PROBLEM*! 

AND SITUATIONS 

Before dealing with individual situations and problems that 
may be encountered, let us pause for a moment to determine 
upon the sources from which they might originate. At first one 
might think that all situations and problems originated with the 
group. However, a little thought shows that conference situ*, 
tions and problems may develop from three basic sources First 
we must not forget that the leader’s own actions may create 
some of them. Secondly, the group's actions and reactions will 
be responsible for a largo majority of the problems; the third 
type arises as a result of outside distractions. Kach of these 
originating sources will require our attention and study; however 
before wo look at them individually, we shall first consider a 
major factor that influences the first two— the leader’s attitude 


THE LEADER’S ATTITUDE AS AN OVER-ALL FACTOR 

The leader's attitude directly controls and affects liis own 
actions and as a result, the situation and problems due to them. 
The leaders attitude also influences the group’s actions and 
reactions and, consequently, the situations and problems that 
may develop out of them. Obviously the leader’s attitude has 
no effect on the situations and problems that arise from the third 

C0nfcrcnco ««>up and room, 
th the leader s attitude and lus actions ore completely inter- 
woven with his own individual traits and characteristics, to be 
^cussed m the following chapter. In this chapter wo shall 
separate out only those general traits which we shall need to 
Picture properly the situations and problems in conference 
leading and the handling of thorn. 

The generd tenor and attitude of all groups in the long run is 

and affoTn?' 1 con f ere ™ e loadn all his attention 
i T Qd g , th ° dlHCU89im t0 the interests and 

advantage of the group, ho will have little difficulty in socurimr 

ttar oooperatreu. The loader', attitude i, readily Laed bTS 
group and is one of the most vital factors. 
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We all abhor the “big shot” type who tries to dominate and 
impress us. This is most disastrous with a group because con- 
ferences are never held solely for the purpose of getting group 
acceptance of the superiority of the leader. Unfortunately, this 
may sometimes be a by-product of a Type 1 meeting, but a 
Type 1 meeting is not a conference. 

We all know that confidence begets confidence and that doubt, 
lack of confidence, and fear inspire like reactions. Few concrete 
facts are known about what is termed “thought transference” 
but there is little doubt that it does exist and that our subcon- 
scious reactions are in some way involuntarily felt by those 
around us. What we term “presence” means a great deal, since 
a person with presence automatically establishes a position of 
leadership. The world has had and unfortunately will oontinue 
to have many examples of individuals whose convincing presence 
and self-oonfidenoo have led races, nations, organizations, and 
groups far astray before the real shortcomings of the leader were 
exposed. 

If we are intent on doing a good job of conference leading and 
make the necessary preparations for it based on a knowledge of 
conference processes, we shall bo able to recognize and control 
situations as they arise, unless our apprehension overcomes our 
calm good sense. Failure usually comes from a lack of knowl- 
edge of the conference processes, which makes it difficult for us 
to recognize what Is happening in the course of a discussion and 
to adjust our procedure to meet it. 

SITUATIONS AND PROBLEMS ARISING OUT OF 
THE LEADER'S OWN ACTIONS 

As in many of life’s situations, in conference leading we uncon- 
sciously and involuntarily create many of our problems ourselves 
unless we are on guard and act accordingly. The leader’s actions, 
as we have pointed out, are closely interwoven with his traits 
and characteristics; however, the following three situations 
directly traceable to tho loader’s actions warrant our considera- 
tion at this time. 

1. The conference group gets completely out of control and 
indulges in horseplay. 

2. The group “panics up on" leader. 
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3, The subject being considered is lost sight of in the course of 
the discussion. 

The greatest fear of the now conference loader is that the 
group will get entirely out of control. This seldom happens if 
the leader is on the job and alert. When it does, as a last resort 
a recess can always bo called. Once there has been a complete 
breakdown in group control, it is difficult to get them back on the 
b eam. General horseplay is usually the leader 's faulteven though 
the group deliberately gangs up on him. If the group is just 
trying to take the leader for a ride, ho should take it for sufficient 
time to show that he is a good sport and then attempt, through 
the use of reverse and relay questions, to throw the discussion 
baok to the group. Ganging up on the leader might, of course, 
be due to some condition resented by the group as a whole which 
the leader has no authority to change. He can then make the 
discussion constructive by turning it into a consideration and a 
summation of recommendations to be brought to the attention 
of the proper authority. 

Losing sight of the subject under consideration is a common and 
readily recognized occurrence in day-to-day business conferences 
that do not have proper leadership. It is easy for a group unin- 
tentionally to digress gradually from material directly related to 
the subject to that closely related, then to that slightly related, 
and finally all the way into unrelated material. An utterly 
sincere and intent discussion can creep away by almost imper- 
ceptible steps into some minor offshoot of the intended subject. 
This tendency in many instances comes from ono of the group 
members who is particularly concerned with a certain phase of 
the subject insisting that it be discussed. If the leader is not on 
the alert to shape the discussion back into the desired channel, 
the group will not be averse to discussing the offshoot of the main 
subject unless some other forceful group member who is of the 
cold-logic type brings it back on the beam, As a general rule, 
when the discussion stays in an unrelated or slightly related zone, 
it is the leader’s own fault. At times the leader may deliberately 
stop the discussion of the subject which he intended to explore 
in order to reach a conclusion on a side issue that tho group has 
brought up but this is done as a result of a definite plan formed on 
his feet, so to speak, diming the discussion. 
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An illustration of this -would be a conference where the subject 
under discussion by a group of supervisors was the distribution of 
overtime work among employees in a group in such a manner as 
to give fair distribution and, at the same time, select employees 
with skill high enough to do a satisfactory job. X^t us assume 
that the supervisors are not paid overtime and that the rotation 
to date has been determined by the superintendent. During the 
course of the discussion of the proper way to distribute the 
employee overtime, one or two of the supervisors in the group, 
who feel that the rotation of supervisors should be on a seniority 
basis, interject some remarks relative to it. As the members of 
the group themselves are vitally concerned with this subject they 
immediately drop the consideration of the problem offered and 
open a lively overhead discussion. The leader may decide to 
shape this item out of the discussion and got back on the original 
discussion. After several attempts, he may succeed in doing so 
but, in most instances, the discussion will be reopened when Borne 
chance remark slightly related to it provides an opportunity. 
Experience shows that shaping such an item out of the discussion 
will be very difficult and that it will quite likely keep popping 
back into subsequent discussions whenever a slightly related tie- 
in is offered. 

The leader has two choices. One is to stop the original dis- 
cussion, and devote a little time to this problem. If he happens 
to be the one in authority, he can either decide the question or, 
after sufficient discussion, state that he will consider it and reopen 
the discussion later on. If he does not have the authority he 
can listen to the discussion, get the pros and cons, and then get a 
recommendation acceptable to the group which he will submit to 
higher management. His second alternative is to state that at 
the end of the conference some time will be devoted to discussing 
problems the group might wish to bring up, and defer the handling 
of it until then. This second alternative does not work too well 
where the group has strong feeling on the subject for it will tend 
to keep coming up in the discussion regardless of attempts on the 
part of both the leader and the group to keep it down. 

In actual practice, many good conference leaders review the 
subjeots they plan to disouss very carefully and do some advance 
thinking as to what might como up as the result of what they 
know are vital problems to the group 'concerned. Such a study 
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is often helpful for, if a particular grievance exists in the group, 
something is bound to be mentioned during the conference with 
enough relationship to it to give the group a chance to open a 
discussion of the grievance. The loader can then see if he can 
get the necessary ammunition to take care of it or decide whether 
he will shape the discussion into a recommendation to be referred 
up the line. 

Such planned digressions are not in any way comparable to 
those situations in which the group merely strays from the subject 
and is not brought back to it because the leader for the moment 
is not alert and careful in his guidance. 

THE GROUP’S ACTIONS AND REACTIONS AS A SOURCE 
OF CONFERENCE PROBLEMS AND SITUATIONS 

The group’s actions and reactions will give rise to by far the 
greatest number of situations and problems in conference leading. 
Frankly, these situations and problems are just what makes 
conference leading an absorbing experience. Only in the prac- 
tice conference leading session or in actual experience do we 
get their full significance and a knowledge of the ways to handle 
them. Let us look at a number of the typical situations that 
might be encountered and discuss enough of them to give Borne 
ideas as to the methods for their handling. 

1. Group won’t talk. 

2. Group talks too much. 

3. Group possesses insufficient Zone A information. 

4. Group refuses to accept the discussion conclusion desired 
by the leader. 

6. One group member is opposed to the leader. 

6. One group member is objectionable to the rest of the group 
because of personality or views. 

7. Group members indulge in personal abuse of each other. 

8. A radical, nonconformist individual is in the group. 

9. One group member is a timid, self-effacing person. 

"When a group won’t talk, there is usually one fundamental 
reason— the group members feel that they arc on the spot and 
that what they say may affect their standing on their j obs. This 
can sometimes result when the loader is the boss and is intolerant 
or dominating. However, if he is tolerant and does not put them 
on the spot the group will seldom refuse to talk with the boss as 
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the leader. In fact, the boss who handles the group skillfully 
can he an asset as a leader rather than a liability. 

A lack of response on the part of the group usually means that 
the purpose and scope of the meeting were not properly set up 
and that the group members are uncertain whether what they 
say may be held against them. The leader should be careful, 
particularly in training conferences, to guarantee the confidence 
of the group by assuring them that what takes place in the group 
will stay there and will not be broadcast. 

In day-to-day business conferences, the gathering of people 
constantly associated together in a business way breaks down 
some of the barriers. Conversely, it erects others in cases where 
the group includes certain individuals with authority who also 
have a reputation for intolerance and dominance. These cases 
are rare but the leader must be prepared to meet them as best 
he can; otherwise, the only way to cope with them is to shape the 
intended conference into a Type 1 or 2 meeting. 

Our previous study of the involuntary mental reactions of 
people gives us a direct lead as to the one subject that will make 
any individual or group talk. That subject is, of course, the 
thing in which he is the most interested, knows the most about, 
and consequently is an authority on, himself. When discussion 
lags or is difficult to start, a question relative to an individual’s 
own experience, phrased in a commendatory way, is an almost 
infallible means of getting him to talk. After several group 
members have made contributions, the reserve of the group 
should be broken enough to permit discussion. 

When the group talks too much, the situation is much healthier 
than when it won’t talk at all. The position of the leader at the 
head of the table gives him certain rights which are unconsciously 
recognized by the group. His lack of interest in a discussion, 
cannot help dampening it; if he takes over the discussion and 
closely shapes it, he obtains direct control of the degree of partici- 
pation. Direct control sometimes has to be resorted to in a 
Purely Developmental conference but it is the natural and most 
used method of operating in the other two specific conference 
discussion processes. 

We have already discussed one of the most striking situations 
in which the group will tend to talk too much, namely, that in 
which the group members themselves have a subject of vital 
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importance which they are going to bring up during the con- 
ference regardless of what may be interposed. Such a situation 
is by no means detrimental since, by allowing sufficient discussion 
of it to convince the group that their ideas and reactions really 
count and can achieve something, the leader sets up an atmos- 
phere that guarantees him good participation and cooperation 
from the group. 

When the group does not possess sufficient Zone A information 
to permit a Purely Developmental or Shaped Developmental 
discussion, the leader must interject it and the conference 
becomes, at least for a brief period of time, an Informational 
discussion. The extent of the Informational discussion may be 
quite brief as the discussion can be changed to Shaped Develop- 
mental or even Purely Developmental as soon as the group has 
acquired sufficient Zone A information. The Zone A information 
needed may be interjected by the leader through the use of 
specific problems for individual group members to answer so as 
to develop the needed information, or it may bo deftly inserted 
as part of an illustrative experience recited by the leader. If 
desired, the information can bo given on a directly Informational 
discussion basis. In the Purely Developmental or Shaped 
Developmental process, it is best, if possible, for the leader to 
find some way of supplying the information to the group without 
their being too conscious of it and then let them develop the ideas 
as their own. This is in direct agreement with what we have 
learned about our involuntary mental reactions and inferiority. 
When a definite Informational discussion process is used, the 
leader rather than the group is established os the authority and 
the problem of inferiority should not be present unless the leader 
inspires it through his own actions. 

Only in an Informational conference discussion can the group 
refuse to accept the discussion conclusion desired by the leader, 
since it is characteristic of the Purely Developmental and Shaped 
Developmental discussion processes that the group, not tho 
leader, sets up the procedure or conclusion. This situation 
presents a rather fundamental problem to the loader. In 
occasional instances tho leader may have erred in setting up his 
own conclusions, When such is tho case, he must tactfully and 
skillfully interject his admission of error and acceptance of the 
group conclusion in such a way as to build the group up and at 
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the same time not destroy his standing as the authority. Such 
situations are not unusual and do not give difficulty if the leader 
sets up premises beforehand to the effect that he is not perfect, 
does not claim to be perfect, and will probably make mistake s 
If he does make an error, he should admit it frankly to the group 
and, if he does not have the information available, secure it and 
present it at the next session. When he makes such a promise 
he must take care to live up to it. We do not resent an admission 
of humanness, but we do resent the leader setting himself up as 
an infallible being who cannot be wrong as this is bound to inspire 
inferiority and resentment. 

When the group members are wrong in the conclusion they 
have reached, then it is the leader's job to make them realize 
their errors, if possible by developing them in such a way that 
the correction comes from the group rather than directly from 
the leader. If checks of the group fail to disclose any individual 
with at least a few doubts about the conclusion who can be used 
to start a discussion which may be shaped in the right direction, 
the leader sometimes finds it effective to reverse his own position 
as an authority. However, he must do it in Buch a way as to 
throw the burden for opposing his acceptance upon the group, by 
exploring the positive rather than the negative which the group 
has shown tendencies toward accepting in Bpite of the leader’s 
shaping. Only through comparative diseusBion will the leads to 
the correct solution be developed. It iB a timeworn and honored 
axiom that when an impasse is reached on advantages, try disad- 
vantages. The leader must not forget that, in an Informational 
discussion, he must be careful to handle Step II properly and give 
out his Zone A information so that it will provide the natural 
leads for shaping the discussion in Step III, Acceptance. 

When the leader knows in advance that one of the group 
members is opposed to him for personal or other reasons, he 
should place him in the blind spot at his left whenever it is possi- 
ble to do so. This will give some control over the situation. 
When this is not possible or where it does not give the necessary 
control, the leader must resort to other devices. Chief among 
them is controlling the discussion so that the group itself rather 
than the leader exerts the necessary controls over the offending 
member. Very often, this will take place naturally for the group 
will sense unfair tactics and sharpshooting and adjust the matter 
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during an intermission or through remarks made in the con- 
ference. When the leader finds the offending individual eager 
and ready to oppose actively everything he advances, he can turn 
this very eagerness back upon him by carefully phrasing a series 
of statements or questions in such a manner that they will bo 
absolutely correct with respect to the conclusion desired. When 
the offending individual opposes them, the leader can then shape 
the discussion so that the group brings out the correct conclusion 
and puts him in his place, so to speak. After this has happened 
two or three times, it is seldom that anyone will risk gaining the 
reputation of being always wrong or, worse, of obviously and 
unfairly hectoring the leader in continued opposition to the 
group’s expressed convictions. 

In isolated instances, it may develop that one individual is 
objectionable to the rest of the group because of his personality 
or views. To the inexperienced leader, such a problem presents 
many difficulties and, if not handled skillfully, may set up con- 
ditions which prevent satisfactory, free discussion. If the leader 
has had no advance indication of such a possibility arising, ho 
must attack it on an as is basis, His first move, after he has 
determined as a result of the group’s reactions that the individual 
is actually objectionable to them, is to decide whether there 
is any justification for the group's attitude. If the group’s ideas 
do not seem to be founded upon real justifiable reasons and the 
duration of the conference scries warrants it, or if the same group 
meets regularly in day-to-day business conferences, the leader is 
faced with the problem of adjusting the group's ideas. This is 
the same as any other problem in group acceptance except that 
it must never be a major objective or subject for group discussion 
but rather an indirect objective which will be attained without 
the group’s realization of its gradual achievement. This is best 
done by definitely limiting and restricting the objectionable 
individual's participation in Step II, Drawing Out, and Step III, 
Acceptance. His participation during these steps should consist 
chiefly of assenting to, verifying, and restating things expressed 
by the leader or, in some instances, absolutely inescapable sound 
ideas that the group members cannot oppose without placing 
themselves in an obviously untenable position. Even then this 
individual’s participation must be only occasional and infrequent 
until the leader senses that the group’s feeling is wearing down. 
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The objectionable individual can be used slightly more in the 
discussion in Step IV, Summation, where he can be checked and 
used to assist in summing up things that the group cannot 
logically refute after acceptance. The leader must be reasonably 
sure that the individual concerned has attained some degree of 
acceptance with limited participation. 

The limited participation of the objectionable individual and 
the fact that he advances only ideas which concur with the group's 
accepted conclusions will gradually build up some accept- 
ance of the individual himself. In cases where the individual’s 
own personality prevents this, the leader has no alternative 
but to resort to shaped operation and reduce his participation 
to an absolute minimum, sacrificing the expectancy of that 
individual's acceptance to the greater need for group acceptance. 

If the leader’s quick check develops that the individual’s 
objectionable qualities as viewed by the group actually exiBt as 
such, he must consider the desirability and possible effectiveness 
of private discussion with the individual with a view to modifying 
his ideas and actions. Such a course is seldom warranted for 
single meetings or a brief sories of conferences but it is incumbent 
upon the leader in instances where such an individual is a member 
of a business organization and a regular participant in day-to-day 
conferences. Unless the leader is the supervisor of the individual, 
the private interview will have to be hold from the standpoint of 
purely friendly interest; or it may be referred to the individual's 
supervisor who, no doubt, is already aware of the condition and 
the need for action. 

"When heated arguments between individuals take place or 
when two members of the group indulge in personal abuse of 
each other and the usual distracting moves such as the conference 
leader rising from his chair and moving over to the board have no 
effect, rather extreme measures may be necessary. One con- 
ference leader who found himself in such a situation contrived 
to knock over the blackboard; another fell over his chair. Such 
violent interruptions, with the rush of the group members to 
retrieve the situation, seldom fail to break up the byplay, and 
the leader can take advantage of the interruption to regain con- 
trol. In cases of continued personal abuse of each other, the 
leader may have to take the offenders aside, point out the obliga- 
tions of all group members to the group at large, and attempt to 
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secure their cooperation. This Bhould not be d one in the presence 
of the group. In general, whenever the leader senses that a dis- 
cussion is getting tense, he should anticipate possible difficulties 
by turnin g the discussion on himself, for he can then Bhapo it as 
he desires. 

Although the radical individual’s viewpoint and approach are 
a little different, the same basic ideas as to handling apply as in 
the case of the individuals who are opposed to the leader or 
objectionable to the rest of the group. The timid and self- 
effacing group member is drawn out of his shell chiefly by using 
him at first only on items on which he is definitely a Zone A 
authority. This builds him up with the group as well as with 
himself and gives him the confidence he needs. Furthermore, 
he will tend involuntarily to support this type of material and 
talk upon it, because it is an “I want” item in a business con- 
ference owing to the competitive angle and an "I want to bo” 
item in a training conference. The leader can help this build-up 
along by occasionally deferring to the timid individual as an 
authority and seeking Iris opinion. In most groups, the leader 
will find that many of the group members are his staunch allies 
in this procedure for they cannot help sensing the strain and 
tenseness in the timid individual’s manner. We must not forget 
that contributing an experience of his own as an illustrative 
example will do much to put him on the right footing. In the 
average business where groups meet regularly, such individuals 
are known and appreciated. Sometimes, however, the more 
forceful, dominant group members tend to override them upon 
occasion when the competitive motive creeps to the fore. The 
leader must remember that timidity results from a distinct fear 
of criticism, error, or failure while shyness is due to a tendency to 
shrink from observation with a resulting desire for self-effacement. 

OUTSIDE DISTRACTIONS AS A SOURCE OF 
SITUATIONS AND PROBLEMS 

There are throe general sources of outsido distractions; 

1. Interruptions. 

2. “Brass hat” visitors. 

3. External noise. 

Conference situations and problems that are the result of 
outside distractions are separate and apart from the leader’s 
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control and not directly susceptible to his attitude. People 
breaking into the conference room to speak to an individual or to 
deliver messages are bound to distract the group and interrupt 
the conference procedure. The only Bound handling is to stop 
the conference proceedings until the distraction is ended. Other- 
wise, the best the leader can hope for is divided attention, and 
no conference can be successful under such conditions. The 
leader does have some control of interruptions in a purely training 
conference where he can isolate the group from such contacts by 
having it definitely understood that neither he nor the conference 
members are to be contacted except in extreme emergencies. 
It is best, of course, to provide a secretary in an outer room to 
receive telephone messages and give them to the conference 
leader and the individuals concerned at the next intermission. 
In day-to-day business conferences interruptions are likely to 
be much more frequent than in purely training conferences, but 
they must be held to a reasonable minimum or the whole con- 
ference is disrupted. Wherever possible, arrangements should 
be made to have all telephone calls and contacts of group mem- 
bers come through a secretary who oan weed them out and 
permit only those of sufficient importance to be given to the con- 
ference leader. Onco this procedure has been established people 
will assume that it is a part of any conference. As is discussed 
in a later chapter on conference settings and arrangements, the 
majority of business and industrial organizations provide con- 
ference rooms designed for conference use only which separate 
business conferences from the regular flow of business and permit 
them to proceed in an orderly, well-organized manner. Obvi- 
ously, such arrangements do much to control interruptions from 
outside sources. 

It has long been an axiom of conference leadership that when- 
ever a top-flight official or “brass hat" drops in just to sit in on 
the conference, it dries up and practically dies, for the group 
members start covering up immediately. This is a natural reac- 
tion since the group feel that any mistakes in judgment or any 
ill-chosen comments they might make will shape the official’s 
ideas as to their competency and efficiency. Thoy fear that these 
impressions may bo retained since they neither come in regular 
daily contact with top-flight officials nor have the opportunity to 
give them a broad base for judging their ability. This is not 
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always true, for there are some high officials who can drop into a 
conference and it still continues on a free, open-discussion basis. 
The fallacy in the situation lies in the fact that it is difficult for an 
official to judge his own capacity in this respect. In general, tho 
conference leader should be guided by his knowledge of tho offi- 
cials and, whenever possible, to arrange for such visits in advance 
with the understanding that they are to be limited in duration. 
The best all-round plan is for the leader to stop the conference, 
have the official take over and make a brief talk, and have a 
discussion follow. After the completion of the visit, the con- 
ference can resume on its regular basis. Where it is necessary 
for an official to attend the conference on a part-time basis, tho 
leader will have to be guided by Ilia knowledge of tho particular 
individual. Some officials are so constituted that they auto- 
matically operate on a Typo 1 meeting basis instead of a confer- 
ence basis. When such is the case, there is no answer other than 
to let the conference operate on a Typo 1 meeting basis with the 
leader indicating that the official is to take over. Much can bo 
done to overcome Buch situations by giving an appreciation of 
conference leadership to higher officials; when they realize tho 
problems and principles involved, including the possible types of 
meetings, they will cooperate, in addition to selecting the typo of 
meeting that best moots their objective. It goes without saying 
that ei ors made in this respect arc errors of omission through 
lack of appreciation rather than errors of commission. A knowl- 
edge and appreciation of conference leadership not only equips 
leaders but also provides conferees with training on how to attend 
a conference. Even when a “brass hat” is well acquainted with 
and skillful in the use of conference leadership, it is usually an 
ill-advised procedure for him just to Bit in on a conference without 
being an actual participant owing to the fear on tho part of the 
conferees that they may make a poor impression. 

The third aource of outside annoyance, noises and other con- 
tinuing sources of interference that may bo heard in the con- 
ference room, are due to tho conference setting. If they cannot 
be corrected, they must bo endured. Where they are continuous 
rather than brief and infrequent, steps should bo taken to correct 
them or to relocate tho conference. When conference settings 
are provided along tho line we shall discuss later, such distracting 
influences should bo considered and eliminated. 
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THE INTANGIBLE FACTOR IN HANDLING 
CONFERENCE SITUATIONS AND PROBLEMS 

Peculiarly enough, there ia a very definite intangible factor in 
the handling of conference situations and problems. Sometimes 
it is dignified by the phrase "getting the conference on the right 
emotional plane." We all have experienced the almost sub- 
conscious interchange and understanding that takes place 
between a group and a speaker who has the faculty for gradually 
building the group up to a level of interest and, in some cases, 
emotion, which focuses their every faculty upon what he is 
saying. Although this emotional build-up has little factual baas, 
there is no question as to its existence and it cannot help playing 
a most definite part in a conference discussion. In order to get 
the group on this emotional interest level, the leader must be 
able to conduct an interesting, well-handled, and taotful con- 
ference bo that there is a feeling of freedom of participation as 
well as absorbing pleasure in the conference process. This 
intangible atmosphere is a by-product of the leader’s attitude, 
which we have previously mentioned as the major influencing 
factor concerning conference situations and problems arising out 
of the leader’s and the group's actions and reactions. The leader 
will not achieve it from too conscious a striving for it but rather 
from devoting his every faculty to handling the discussion on an 
understanding, taotful basis. This is mOBt definitely tied in with 
the leader’s traits and characteristics which we shall discuss in 
the next chapter. However, sincerity on the part of a mediocre 
leader will overcome many obstacles, with the result that he will 
often get much better conference results than a more gifted man 
whose sincerity and devotion to the job are somewhat passive. 

Nature provides a conference leader with a definite indication 
as to whether ho is keeping the discussion alive and interesting 
to the point whore a real exchange is taking place. When the 
group members frequently shift their positions in their chairs 
and exhibit the usual signs of fatigue from sitting, it is proof 
that the interest is not sufficient, providing that the usual break 
features havo been given. As one old-timer put it, "I can tell 
when it is a good conference by whether or not I am tired of 
sitting down." 
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actual experience necessary to the development 

OF SKILL IN LEADING 

As we read this chapter, we muBt remember that when we are 
considering the situations and problems that might arise in a 
conference, we are devoting our attention to the darker side of 
the problem and painting a rather black picture of the process. 
In actual practice, many of the situations that we have discussed 
Beldom, if ever, arise in a day-to-day business conference and 
only occasionally in a purely training conference. However, the 
leader would be ill equipped if he did not have the feeling of 
confidence that comes from a knowledge of what can bo done to 
cope with these situations if they should arise. The handling 
of situations and problems in conference leading is best learned 
through practice leading sessions in leader training conferences 
and in actual conference leading. The discussions which follow 
practice leading sessions give an opportunity for bringing up 
actual situations and comparing the handling given them with 
what would appear to be the best solution. In fact, solutions 
can be much more readily and easily worked out in a discussion 
than explained in words. The actual experience of coping with 
such problems, supplemented by discussion and constructive 
criticism, constitutes the most effective way of learning how to 
handle them. Where this is not feasible, a reading knowledge 
of the possible situations and how to handle them supplemented 
by conference leading experience is indispensable. 

A. conference leader can surmount by training and experience 
any situation he may meet. All of us can. develop through 
experience and training, the necessary technique. True, some 
few situations are more easily handled if wo happen to have 
native ability along the lines required, but, only occasionally 
does an individual lack the necessary aptitude to a degree that 
affects his effectiveness as a conference leader. It is most impor- 
tant that the leader be constantly on the alert and be aware of 
the significance of what is taking place. He must sense the 
trends and directions of the discussions so as to have the ques- 
tions necessary to guiding the discussion ready for spontaneous 
use without delay. He must keep ahead of the group at all 
times, for the timing of questions and the fitting of them into the 
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discussion in a natural way have much to do with the direction 
the discussion takes. 


MATCHING- QUIZ 

Match tho proper letter to ouch number so as to get complete correct 

statements 


' 1. Each group of conferees develops 
an over-all group personality 
based on tho mingling of indi- 
viduals and 

3. A knowledge of how to handle 
possible situations in conference 
leading helps tho leader until he 
has gained 

3. Conference situations may de- 
velop from 

4. The three possiblo sources of con- 
ference situations uro 

6. The leader’s attiluilu influences 
the first two of 

6. Conferences are never held just 
to get group acceptance of Urn 

7. The greatest fear of moat new 
leaders is losing 

8. The group’s actions and reac- 
tions will give rise to tho major- 
ity of 

8. The subject that everyone is suro 
to bo interested in is 

10. The three main sources of out- 
side distractions aro 


11. The handling of conference situa- 
tions is 

12. All the situations met by a con- 
ference leader can be surmounted 
through 

1®* 14 “ roost important that tho 
leader bo constantly on tho alert 
and aware of 

14- The leader must keep ahead of 

«• Conference situations are best 
bandied by tho leader when ha is 
not 

'DSf'm ‘xst 'vsi 'an aroi 


A. training and experience. 


B. control of tho group, 


C. himself. 

D. the attitude and skill of the 
leader in conducting the discus- 
sion. 

E. beat learned through actual 
practice in leading conferences. 

F. interruptions, "brass huts," and 
external noise. 

G. apprehensive ur afraid. 

H. tlm three possible sources of 
group HiLuutions. 

I. tho group at all times. 

J- the leader’s own actions, tho 
group's actions and reactions, 
and distractions from outside 
sources. 

K. the, significance of what is taking 
place. 

L. three, basic sources. 


M. the situations and problems in 
conference lending, 

N. tlm superiority of the leader. 

O. firsthand experience of his own. 
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CHAPTER XII 


DESIRABLE TRAITS 
AND CHARACTERISTICS 
OF A CONFERENCE LEADER 


INTERRELATION BETWEEN THE CHARACTERISTICS 
OF THE GROUP AND THE LEADER 

The old adage "No one lives wholly unto himself" is most 
aptly illustrated in the way that our individual personalties, 
reactions, and responses are influenced by those around us. The 
average individual seldom has a completely unconditioned reac- 
tion when he is a member of a group or working with another 
individual. Man is by nature a gregarious and sensitive being 
and cannot help being influenced, to some degree at least, by the 
thoughts, actions, and attitudes of those with whom he is associ- 
ated. The closer and more personal the association, the deeper 
and more lasting these influences will be. However, oven the 
most fleeting, temporary associations have some effect. In our 
modem existence where we spend approximately one-third of our 
daily lives in close association and contact with the members of 
the business or industrial group of which we are a port, it is 
inevitable that we respond to the influences to which we are 
subjected. Even though they play second fiddle to the more 
deeply seated personal associations within our families, their 
importance, os the means through which we earn our livings and 
build our careers, makes them affect us deeply. 

Because of the interplay and interdependence of our reactions 
upon those about us, the material covered in this chapter and in 
the three preceding chapters is difficult to separate out and isolate 
completely under each of the chapter headings. Questions and 
their use in conference leading, the characteristics of individuals, 
situations and problems in conference leading, and the desirable 
traits and characteristics of a conference leader are all inter' 
dependent since they deal with people and tho situations through 
which their reactions, one upon tho other, are expressed. As a 
result, no one of this group of four chapters can be considered 
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apart from the others for they actually form an over-all entity 
which has been "broken down merely in an attempt to handle 
them intelligibly. 

wo formula which fits all leaders 

Much has been written on what constitutes a conference leader 
from the standpoint of desirables traits and characteristics. 
At best such material is vague and general since there is no 
specifio formula which will fit each and every individual. It is 
valuable for providing a starting background based on the experi- 
ence of others. It enables the new leader to avoid some of the 
more obvious pitfalls and gives him a sense of security during the 
period when he is getting enough actual practice to gain facility 
in conference leading procedures. As has been brought out, 
presence in a conference leader is essential if he is to inspire 
confidence in the group members; presence is gained through the 
feeling of security that results from having some guide to follow 
until the newness has worn off and we have developed our own 
background of experience in terms of our own natural reactions. 

Facility in conference leadership comes only with experience. 
Each leader develops his own stylo in the same way that each 
individual develops his own golf swing. One of the most striking 
examples of the law of differences lies in the differences between 
individuals. No two human beings are exactly the same; if we 
attempted to set up in detail the specific traits and character- 
istics of a conference leader, we not only would fail but would 
prevent achievement of a skillful leadership technique by trying 
to shape all individuals to the same pattern. Therefore, in 
practicing the principles contained in this chapter we should not 
attempt too much self-analysis. We should consider each 
characteristic mentioned from the viewpoint of what constitutes 
the safe, accepted standard and try to develop a technique which 
includes them. 

VITAL IMPORTANCE OF SINCERE ENJOYMENT 
OF DEALING WITH PEOPLE 

The first and most important characteristic of a conference 
leader is that he really should like and enjoy dealing with poople. 
It is true that some of us havo certain aptitudes and talents to a 
greater degree than others; we seldom find an individual, how- 
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ever, who, cannot develop into at least a reasonably good leader 
if he is sincerely interested in people and enjoy b Mb contacts with 
them. Devoting onc’B every thought and action to doing a good 
job and excluding everything else from one's mind while doing 
it is an excellent antidote for a lack of a deep-seated enjoyment 
of working with people. It is surprising how the ability to do 
something well will, through our own contributions and efforts, 
involuntarily instill in us a liking for the thing we have created. 

The first question that enters our minds when we are con- 
fronted with a new job to do which uses unfamiliar »kiilq is 
whether those new skills require natural aptitudes that we may 
not possess. We all have a fear of being forced into a task for 
which we have no natural ability. We dread the terrific strain 
of working against almost insurmountable obstacles together 
with the feeling of inferiority which it brings forth. We do not 
fear things that we know can be acquired by the great majority 
of people; in fact they servo to challenge our instinctive resource- 
fulness and will to do. Practically all the more desirable traits 
and characteristics of a conference leader can bo acquired, 
although natural aptitudes affect the degree to which some of 
them will be. Luckily, the variations in personal characteristics 
of individuals often compensate for deficiencies in individual 
traits. In practically all instances what is lacked in one trait or 
aptitude is more than offset by the strength of the others. 

IMPORTANT ATTRIBUTES OP A GOOD CONFERENCE LEADER 

In order to aid our consideration of the more important 
attributes of a good conference leader, they are listed below: 

1. An active, quick-working mind. 

2. A free oral expression. 

3. Ability to sum up and evaluate. 

4. Ability to keep enough ahead of the discussion to sense its 
trend and plan ahead. 

5. Ability to draw illustrations from one's own experience. 

6. Ability to sense and appreciate the personal reactions of 
people for a particular situation. 

7. A proper sense of humor. 

8. A spirit of humility, in the sense that the good of the 
group always comes first. 

9. A lack of executive complex. 



desirable traits of a CONFERENCE LEADER 149 


10. An even temperament — freedom from emotional swings. 

11. Ability to perceive significance of what is said os it relates 
to discussion trends. 

We shall not attempt to treat each of these characteristics and 
traits in detail but shall cover a few of them briefly in order to 
indioate their general nature. It is during the practice sessions 
held in the training of conference leaders that situations will arise 
upon which we can capitalize to bring out many of the traits it is 
difficult to discuss effectively. If the proper atmosphere and 
c on diti ons are set up, the group will not resent the use of group 
situations and problems for its over-all benefit in understanding 
the attributes of a good leader. 

TIMING THE LEADER'S THINKING 

There is no escaping the fact that some people think more 
quickly and actively than others. In conference leadership, it is 
essential for the leader to be constantly alert and sense the trends 
of the discussions, at the same time forming in his mind possible 
guiding questions and statements slightly in advance of the need 
for them. There are many devices that the leader can use to 
gun a little time when he wishes to consider his next step. A 
change from closely shaped operation to a brief period of over- 
head operation will accomplish this, as will a “why" type of 
question to a group member who has just made a contribution. 
The leader must always remember that, in addition, to expanding 
the discussion in a vertical sense, provocative questions can keep 
it from moving forward while lie forms his ideas as to the trend 
it is taking. It is most desirable that the leader’s timing and 
handling of the discussion coincide with its flow and that he not 
get ahead of or behind the group pace. 

THE TRUE MEANING OF FLUENCY 

Fluency of expression, does not always mean a rapid, over- 
whelming flow of words. In fact, it really means something 
altogether different, for speed and volubility do not make an 
impression or convey ideas. Often, they morely confuse the 
issue. Fluency moanB an adequate rate of talking to keep the 
listener’s mind activated to the point where it does not wander 
off between words, phrases, or statements. The choice of words 
and their combination into phrases must be clear and lucid. We 
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often forget that occasional periods of time to digest what has 
been said are required; too heavy a rapid-lire flow of words does 
not provide it. Occasional pauses are essential; unless they 
come at the wrong time and are so long as to be awkward, they 
are effective in giving the group members a chance to make the 
mental comparisons and adjustments necessary to zone shifts. 

Another failing in fluency which is very hard for the group to 
counteract is the tendency wo sometimes have to string unjoined 
phrases and sentences together without completing any of them. 
Wo must take care to speak in complete pluases and sentences 
so that each thought is properly expressed. These are the things 
that make up fluency, not merely the ability to talk glibly. 
There are many people who might appear to be Blow in their 
thought and phrases but whose clarity and lucidity, when coupled 
with their sincerity and application to the subject in hand, give 
a most pleasing feeling of achievement and interest to the group. 

EVALUATION AND SENSING OF DISCUSSION TRENDS 

The ability to sum up and evaluate a discussion is, of course, 
perfected through conscious use of it. Proper planning and 
consideration of the conference material coupled with alert 
attention to the conference discussion docs much to achieve it. 
A conference leader should always check each statement made by 
group members from the standpoint of whether it is directly, 
closely, slightly, or not at all related to the subject under discus- 
sion. He will thus be able to compare and reject ideas not 
pertinent to and not drawing out or advancing the discussion. 

It is important to keep a conference alive and colorful. To 
do this the leader must be able to draw illustrations from his own 
experience and evaluate his own background. Ho should use it 
to round out ideas and situations presented by the group so as 
to cause them to explore and evaluate them and reach conclusions 
with respect to them. All the experiences and illustrations used 
do not have to he bona fide personal ones, although those are 
usually the best. Much of a leader’s effectiveness in using his 
leadership technique is duo to background and experience. After 
having obtained information as to the methods and conceptions 
of conference leadership, leader training groups should devote a 
portion of their time to practice leadership. This equips the 
new leader with sufficient background and experience to last him 
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until he has developed his own personal method of handling. 
Ability to put ourselves in someone elso's shoes in a given situa- 
tion and to estimate what his reaction will bo is something we 
should develop if it is not natural with us. It is this quality 
which helps the leader to choose the right individuals for partici- 
pation in the discussion at the right time, 

PROPER USE OF HUMOR AND HUMILITY 

Humor is the escape valve through which cither a tense or 
monotonous situation is relieved. Without it the human nervous 
system could never stand the strains and impacts of life and the 
number of breakdowns would bo tremendous. A proper sense 
of humor is an essential requirement in a conference leader. This 
does not mean that he should bo a comedian or a jokester, for the 
conference is not a show sot up to get group acceptance of the 
cleverness and personal superiority of tho leader. 

Humor does not mean just tho ability to tell a funny story and 
get a laugh out of tho group; neither does true humor carry a 
sharp edge which, through sarcasm or ridicule, provokes laughter 
at the expense of one individual. If it is to live up to its really 
constructive function in life, humor must avoid increasing tense- 
ness and strain in a group or an individual. As far as tho con- 
ference leader is concerned, a proper sense of humor is evidenced 
by the ability to take the sting out of situations both for the group 
and for an individual. This is done by seizing upon the imper- 
sonal, ridiculous, and absurdly incongruous elements in a situa- 
tion and drawing attention to them in such a fashion that they 
excite the mirth of the group, This is often done by a comment 
or an aside or by relating an incident or a story which is recalled 
to the leader’s mind. Such incidents should bo treated as break 
features and moments of relaxation. They should be kept well 
in hand and controlled by the leader so os to servo Ms purpose 
without giving tho group tho impression that any one of them can 
break in and toll a funny story or divert tho group's attention 
at any time. 

A conference loader should always focus any situation with a 
sting in it upon himself, drawing it away from tho group or the 
individual through tho use of some transitional remark. Humor 
is never true humor unless it provides a release of tension without 
stirring up the same typo of reactions it seeks to eliminate. 
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Before we say too much about the necessity for the conferena* 
eader’s having a spirit of humility, let us clarify what is mlT, 
by humility from the conference loader’s viewpoint Hi. Jn 

i,8 ;^“ “ **• ^ f Mng hSt, cfuS 

and kind. These general terms must be clarified to some degree 
before we can apply them in conference leadership. CourSt 
kindness, and patience are indispensable requirements in a con’ 
ference leader. In most of us, our desire “to be" crowds out our 
tendencies toward humility. Our ego and self-pride are alwavs 
goading us on to show how smart and clever we are, regardless 
of whether we do so at the expense of other people. A conference 
leader must have or develop to a reasonable degree consideration 
for others and a sincere desire to put the good of the group above 
his own Some of us are naturally inclined toward modesty and 
a humbks estimate of ourselves m comparison with others or with 
the demands of a common undertaking. Others among us tend 
to keep the competitive elements of life in the forefront of our 
thoughts and tend to seek those things in all situations which wifi 
advance us personally. All of us need to give this angle of con- 
ference leadership constructive thought and to make definite 
efforts toward humility and modesty. No one ever really sees 

Th? v T! Ult i° f a P j Crcingly bright fla8h > for it only blinds. 
The steady light adjusted for easy comfortable sight is the one 

that permits us to sec and recognize what is placed before us. 

THE PITFALLS OF EXECUTIVE COMPLEX 

W «?- aV V?»' U i S a m ° 8t naturaI human desire want to 
be the big shot and tell others what to do instead of having 

stnnfi 11 ° U j aeVea T° are ^ inheren tly lazy and only by con- 
stantly goading ourselves do wo make occasional efforts to think 
and act. We always involuntarily seek the easiest way out. 
ntm Jt SUlt ’ “ e “ taJly “ well M physically, we like to make the 
!w 8 ° f tbe , upholatery ^th which nature provided us in 
w r th . at We ™ ght be comfortable in a sitting posture. The 
llw”? descriptive term for this failing is “executive 
u mn W ° f U9t constantly ^Bht it if wo are to achieve our 
comlv h C ? nCe leader ’ Particularly, must fight executive 
Si w w 6 rau8t bo activo mentally if he is to be suo- 

evalim+in °° , ea f 10ri . ng and bab it of merely listening without 
evaluatmg and planning are fatal to conference leadership. The 
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leader is at the controls in much the same way as a pilot; unless 
he is sufficiently alert and is planning ahead all the time, his 
conference will fall into a tail spin just oa readily os a poorly 
handled plane. 

natural emotional cycles and an even temperament 

An even temperament with freedom from emotional swings 
and variations is a happy, likable, and important trait in any 
man but is particularly desirable in a conference leader or super- 
visor. The ability to discipline oneself is a fundamental pre- 
requisite for leadership of any kind where one is entrusted with 
the guidance of others. It is an interesting and informative 
experiment for an individual consciously to record his own emo- 
tional cycles. This can Iks done by noting the dates upon which 
you feel so low in spirits that you could crawl under a worm with- 
out tickling him. These instances should not be confused with 
those moments of low-spiritedness attributable to definite causes. 
They are the days upon which we feci low in spirits and even 
irritable for no apparent cause when everything seems to be going 
all right. Some people have extremely long periods between 
these low points in emotional cycles while others have much 
shorter ones. In fact, some ill-advised supervisors fall into the 
error of appearing to have an emotional cycle made up only of 
extremely low points. 

The majority of us soon loam that it is essential to normal 
business relationships to subdue the tendencies resulting from 
our emotional low points and those attributable to direct causes. 
The supervisor and the conference leader in particular must 
learn to display an oven temperament at all times. True, this 
is not always easy; many times it takes a conscious effort on our 
part to achieve. It is one of the important responsibilities of all 
leaders to achieve^ emotional stability insofar as possible. Free- 
dom from the swings resulting from our own emotional cycles 
and the normal tendency to cruRado and campaign violently for 
dungs that wo personally feel Htrongly about make the well- 
balanced individual. Itemombcr that when wo are angry, wo 
should deliberately speak in a low, unhurried, and considerate 
tone, as this automatically puts a damper on our emotions. 

Still again we find that the major factor in all the leader’s 

mties is the ability to devote every iota of his mental and even 
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his physical energy to the things that he is doing. If he cone 
trates on the subject discussed and his handling of the groups' 
as to achieve the necessary discussion and acceptance in such l 
manner that the group's experience will be both pleasant 1 
profitable, he will lift himself and the group to that plane 
subconscious emotional transfer that is beyond and above the 
interference of normal emotional cycles. 

ABILITY TO PERCEIVE SIGNIFICANCE OF DISCUSSION TRENDS 

Ability to perceive the significance of what is said as it relates 
to discussion trends is, of course, most important. As is indi- 
cated in the flow diagram which summarizes this chapter it is 
the one desirable trait which is mostly inherent and cannot be 
developed or acquired if it is not present to a sufficient degree 
Fortunately, this ability is generally present in a sufficient amount 
to permit its development to a point where passable success in 
conference leading can be attained. The lack of this ability is 
always painfully evident to the leader and many of the group 
members. Nothing is more injurious to orderly group discussion 
procedures than continued failure on the part of the leader to 
sense the trend of the discussion in sufficient time to shape it in 
the desired direction. The lack of sufficient aptitude in this 
connection must not be confused with the development and 
application of it, and a prospective conference leader’s ability 
should not be judged until he has completed two or three practice 
leading sessions. All of us have to learn the technique involved 
and to practice the constant comparison and evaluation of every- 
thing contributed by the group members in relation to the dis- 
cussion objectives and trends. 

. No doubt many of us can recall isolated instances of conferences 
m which the leader failed to perceive the significance of conference 
trends and members of the group actually had to shape the con- 
ference discussion from the side lines. In the everyday business 
conference, an appreciation of conference leadership by the group 
members gives them the necessary ideas on how to participate 
in a conference. Therefore, they can give the leader a good deal 
of unobtrusive assistance if a normally good leader has a few bad 
moments. 

Although ability to perceive significance is largely an inherent 
trait, we must not forget that the leader who may have this 
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ability to a low degree can become outstanding through develop- 
ment and use of it, while a leader who has been given a high 
natural ability may do an indifferent job through neglecting the 
necessary development and application of the ideas that enable 
him to use his endowment, 

JUDGMENT AS A FACTOR IN LEADERSHIP 

If we had developed from a group the various traits and charac- 
teristics that make up a good conference leader, without doubt 
someone would have volunteered the idea that judgment was 
needed. We have not listed judgment because it is a general 
rather than a specific characteristic. Judgment has long been 
a requirement of a good supervisor. Just wlmt do we mean by 
judgment as it refers to a conference loader? Is it inherent or 
can it be acquired? In a broad sense, judgment is a composite 
trait made up of experience, knowledge, and imagination. One 
of the more prevalent definitions states that Judgment is the 
ability to meet a given situation in the best manner considering 
knowledge and experience possessed. Another says that judgment 
is the instinctive differentiation between facts from experience and 
knowledge. The same set of facts, based upon the same knowl- 
edge and viewed from the standpoint of the same experience, will 
give different answers at different times and under different 
situations. The vague, intangible feature of judgment is the 
instinctive ability to visualize, which is called “imagination." 
It is controversial whether everyone can develop it. However, 
a conference leader would be said to uso good judgment if he did 
the following things: 

1. Sized up a situation quickly. 

2. Caught an important or vital item. 

3. Acted quickly. 

No two people have all the characteristics listed in this chapter 
to the same degree. It is fortunate that this is bo, for it is the 
variations in human personalities that give us our individual 
characteristics and make life the interesting experience it is. 
What one individual lacks with respect to a particular trait or 
characteristic is often balanced by a better than average portion 
of some others. These variations in natural endowment make 
it impossible for all leaders to find the same detailed technique 
effective. Through experience and training, supplemented by 
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INDEX TO 
DIAGRAM 



JUDGMENT AN 
OVERALL FACTOR 


SENSE AND APPRECIATE PEOPLE'S 
PERSONAL REACTIONS 

SENSE OF HUMOR 


SPIRIT OF HUMILITY 


— ► NO EXECUTIVE COMPLEX 

— EMOTIONALLY STABLE — 

► ABILITY TO PERCEIVE 

SIGNIFICANCE 

I’m. 19. Plow diagram summarizing Chap. XII. 
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the constant attempt to develop the desirable and shape out the 
undesirable, an interesting, effective leadership technique can 
be formed. It is the over-all combination that makes the con- 
ference leader. Since detailed specifications are impossible to 
B et up, we must keep in mind that the results ho gains are the 
only real measure of a conference leader’s ability. His charac- 
teristics must sum up so that he can get the proper distribution of 
zone knowledge and acceptance in a reasonable time and in 
such a manner that both the group and he find it a stimulating 
as well as a profitable experience. 


TRUE-FALSE QUIZ 


1. Facility in conference leadership comes only with experi- 
ence, and each develops his own natural stylo. 

2. It is most essential that a conference loader liko and 
enjoy dealing with people. 

3. People instinctively liko the things they do well. 

4. We do not fear being forced to do something for which wo 
have no natural aptitude. 

8. The variations in personal characteristics of individuals 
usually compensate for deficiencies in individual traits. 

, A loader s timing and handling of tho discussion muBt 
coincide with its flow, for ho must not got ahead of or behind tho 
group pace. 

7. Fluency means an overwhelming flow of words. 

8. Speed and volubility make impressions and convey ideas. 

9. Care must bo taken to speak in completo phrascB and 
sentences so that each thought is properly expressed. 

10. The ability to sum up and evaluate a discussion is per- 
fected through use. 

11 . A leader is aided in selecting group mombere for participa- 
tion in the discussion at tho right time by being ablo to estimate 
other people’s reactions iu a given situation. 

12. Humor is tho escape valve through which a tenso or monot- 
onous situation is relieved. 

U. A conference is really a show sot up to give tho loader a " 
ohanco to demonstrate how clover ho is, 

14. The group Bhould bo made to fool that they can brook in " 
ot any time and toll a funny story, 

towards humiUt^ aH ' r0 k 0 " crow ^ B out our tendencies 

■ ^ , No ,°, nQ 1 . ikeB t0 be a "big shot" and toll others what to do " 
instead of having to do it himself. 

leader EXeCUtiV ° oomplox “ hi B W y desirable in a conference " 


True False 
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True False 

18. Anyone who is to be entrusted wi Lh the guidance of others 
must first loam the meaning of discipline himself. __ __ 

18. Even temperament and freedom from emotional swings ' 

are important traits in a conference leader. _ 

20. Nothing is nioro injurious to orderly group discussion 

than the leader's failure to sense the trend in time to shapo the 
discussion correctly. 

21. Judgment, os it relates to conference leadership, is a 

general rather than a specific characteristic. 

22- Judgment is the ability to meet a situation in the best pos- 
sible manner considering knowledge and experience possessed. 

23. In most coses what one InckB in a particular trait is usu- 
ally mode up for by an overabundance of another trait. 

24. Average ability plus hard work and practice will make a 

much better leader than high ability coupled with cxeeutivo 
complex. 

26. Tho only real measure of a conference leader’s ability is 
the results he gains. 

\KZ \LW 'J.EZ '.LZ3 ‘.LIZ ‘.T.OZ \L0I ‘.LSI 'dil '.19 1 
'.191 ‘dbl ‘dlfil \IZI 'ill \L0l 'j.0 ‘d8 'dl 'j.O 'iS ‘dfr '.LS ‘dZ ‘il :»J*<ntuy 

SUGGESTED EXERCISES AND OBSERVATIONS 

Check over your activities and reactions to sec whether you really enjoy 
dealing with people. Keep a stroke record on the job and in your activities 
elsewhere to find out whether people come to you for other than business or 
absolutely necessary reasons. 

Stkoks Recoup 


Activity 


Absolutely Requests for 
necessary advice and 

matters assistance 


Purely 

social 


Telephone calls: 

1. On tho job... 

2. At home 

3. Outside activities. 

Voluntary personal contacts 

made with you by others: 

1. On tho job 

2. At home 

3. Outside activities 



Note: Keep tho record as opportunity offers, trying to cover full days until 
at least five or six business days and three or four noaworking days have 
been iaoluded. It is not noocssary to stroke tho record with absolute 
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accuracy or in public, Merely keep a mental record for short periods 0 f a 
half hour or an hour and record it as opportunity permite. This is a quality 
check, not an exact quantity check, so missing a few won’t matter 9 

Whan on-the-job necessary contacts are ten to fifteen times greater than 
those in the other two columns combined, it is a signal to think things over 
If the number of necessary homo and outside contacts when compared to 
those in the other columns is more than one-fifth, a checkup is necessary 



CHAPTER XIII 


DISCUSSION CONTROL 
AND GUIDANCE 


FUNDAMENTAL RULES FOR DISCUSSION CONTROL 
AND GUIDANCE 

All through previous chapters of this book there have been 
references to controlling and shaping conference discussion 
Much of our comment has centered about the conference discus- 
sion processes and the handling accorded them. We have set 
up guiding rules for the leader that deal with the handling of the 
conference on a step-by-step basis. It has been apparent that 
there are discussions within a discussion for, in order to achieve 
the over-all objective of the discussion of a particular subject, the 
group proceeds from minor objective to minor objective, handling 
each of them as a separate discussion. As has been pointed out, 
some of these minor objectives require a full five-step discussion 
process which is not necessary in other cases. This does not 
affect the necessity for an over-all Step II, III, and IV at the 
conclusion of the consideration of the individual discussions of 
the minor objectives. In fact only through thoir use is the over- 
all conference discussion for the subject achieved. 

Much stress has been placed upon the necessity for the leader 
always knowing just what stop the conference is in, as it is his 
duty to control and guide the discussion so that it does not go 
astray but makes orderly progress to the summation of the con- 
clusion, He must constantly evaluate each situation, changing 
the attack as required to meet group needs through the proper 
selection and use of the three discussion processes. 

Each individual contribution by members of the group must 
be sized up and classified by the leador as it is made so that he 
will know its relation to the subject under discussion. These 
classifications are made according to whether it has 

1. Direct bearing on the topic under discussion. 

2. Close relation to the topic under discussion. 

3. Slight relation to the topic under discussion. 

160 
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4. No relation to the topic under discussion but is of a general 
nature • 

The same four general rules for classification of individual 
conferee contributions can be used to determine just where the 
discussion is at any time with respect to its objective or con- 
clusion. With a little experience, an alert leader will have no 
difficulty in following the progression of a discussion through the 
five steps of the conference process and will be able to know at 
anytime just where the discussion is in relation to the conclusion 
desired. 

By deter mining just what relation the particular statement 
contributed to the discussion by an individual may have, the 
leader can tell whether it is pertinent and should be admitted. 
He also can select those itemB to be expanded through discussion 
to further the drawing-out process as well as the ones for discus- 
won in order to push on toward the desired conclusion. He 
obtains leads for his follow-up questions and ideas that can be 
used to shape the discussion trend. Through the application of 
these four measures of the value of contributions to the discussion 
the leader is able to keep ahead of the discussion trend and per- 
ceive its significance sufficiently in advance to give the necessary 
guidance. A leader must constantly be forming questions in his 
mind which he can use to shape the discussion. Many of these 
questions he will never use at all but constant sizing up of the 
situation keeps him alert and makes him its master. 

A discussion has a very definite path or flow as it progresses 
to a conclusion. It may start in a slightly related or general 
zone, so far as the discussion objective is ooncemed j as it progres- 
ses the individual contributions and comments and the leader’s 
guidance cause it to vary from one to another of the classifications 
listed above, with the Bwings from one to another narrowing 
down within the olosely related and directly related zones as the 
discussion is crystallized and a conclusion reached. The use of 
flow diagrams to chart the path of a discussion is covered later 
in this section, 

An important part of leader training conferences consists of 
checking the effectiveness of the discussion conducted by the 
individual trainees during the practice sessions. Many schemes 
have been advanced for rating individual conference leaders. 
The great majority of them have attempted to rate the leader 
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himself rather than to check the effectiveness or quality of th 
conference discussion conducted by him. The evaluation of 
personal characteristics and traits of individual leaders is not 
only difficult but often inconclusive, for many leaders will be able 
to conduct excellent, effective discussions even though they do 
not have all the accepted characteristics of a leader to a marked 
degree. . This relates to that intangible something that we call 
personality; it is of secondary importance whether the leader 
manifests all the desirable traits and characteristics normally 
ascribed to good leadership so long as a satisfactory discussion 
is held. Consequently, wo Bhall rate the discussion conducted 
by the leader rather than the leader himself. 

THREE CHECKS ON - THE EFFECTIVENESS 
OF A. CONFERENCE DISCUSSION 

There are three parte to making a worth-while check of a 
conference discussion that, at the same time, provide material 
for constructive criticism of the practice conference leading 
sessions. The first is the use of Form LT-1, Discussion Flow 
Diagram, to make a flow diagram such as the one mentioned 
above and illustrated in Figs. 20, 21, and 22. The second is to 
make a check of the quality of discussion using Form LT-2, 
Fig. 23, while the third consists of making observations of a 
general over-all nature concerning the effectiveness of the 
discussion. 

The flow diagram, together with its correlated notes, gives a 
definite history of the trends taken by the diRnn Halnn The 
quality check (Form LT-2) discloses the effectiveness of the 
leader’s use of conference leadership technique as well as the over- 
all nature of the conference discussion, i,e,, whether it was 
Purely Developmental, Shaped Developmental, or Informa- 
tional. This can be checked against the leader's assig nm ent and 
his original plans for the discussion. Each of these two observer 
tions is made by a separate observer who is a member of the group 
but not sitting in on the practice session being checked. Since 
the two observers making the flow diagram and the quality check 
are concerned with watching details, a third observer is required 
to check the over-all group reactions to the conference and its 
general quality. This third man may be either the leader of the 
training conference or one of the group members not participating 
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in the practice session being checked. Since leader training 
conferences are most effective when a group of twelve is used this 
leaves eight or nine trainees in the practice session group. ’ 

DISCUSSION PLOW DIAGRAMS AS PLOTTED BY AN OBSERVER 

Let us consider each of these three items and see how it is used. 
The flow diagram is of great value in the discussion that follows 
a practice session since it can be transferred to the board and 
with the notes accompanying it, forms a reasonably accurate 
history of the discussion trend. As is shown in Fig. 20, a chart 
suoh as that illustrated in Form LT-1 is used with the* vertical 
axis seotionalized so as to represent the four ways of classifying 
material contributed to a discussion. The horizontal axis 
represents time in a general way. As is shown in Fig. 20, the 
area next the horizontal axis represents material having a direct 
bearing on the topic under discussion; the second area from the 
horizontal axis, that having close relationship; the third, slight 
relationship; and the fourth, no relation to tlm topic under dis- 
cussion. By evaluating each significant contribution made by 
the leader and the group members in terms of itH relation to tho 
topic under disouseion and plotting its approximate position in 
one of the four areas defining that relation, a flow diagram can 
be obtained. If pertinent points on the curve are numbered 
progressively, brief concise notes can be made relative to the 
trend of the discussion. Those notes should include brief key 
phrases or words actually used by tho group members or leader 
since they will bring the topics back to mind during the discussion 
following the practice session. No attempt should be made to 
locate the points with any extreme accuracy since tho graph is of 
a. general nature and is intended merely as an indication of the 
trends m the discussion. Whether a point lies just over the line 
in slightly related material or just under it in closely related 
material is of no great importance as long aa the general flow is 
mown. In fact, until experience with tho plotting of flow dia- 
pams has been obtained, somotimos tho whole diagram will bo 
amited or displaced in a vortical direction but will still show the 
necessary flow characteristics. In deciding whether a particular 
totement or question is directly, closely, or slightly related to tho 
-opic under discussion, we must view it from the standpoint of 
what it does or could do to the discussion. Thus a remark, state- 
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ment, or question that falls in the slightly related or general 
zone may not be followed by ono of the same nature, since the 
leader or one of the group nmy deliberately bring the discussion 
back to closely related or even directly related material. The 
flow diagram will, of course, reflect whon the discussion is of an 
overhead and when of a closely shaped nature, as the nature of the 
discussion itself will vary during the conference discussion. 

The illustrative graph of a discussion shown in Fig. 20 is for a 
Purely Developmental discussion. As can be seen from it the 
discussions of each of the minor objectives are complete units 
within the structure of the over-all discussion. Occasionally 
the group will attempt to overlap discussions of minor objectives 
and it will be necessary for the leader to keep them on the beam 
with respect to the item being discussed until it has been satis- 
factorily concluded. In order to show what parts of the discus- 
sion are of an overhead nature, in contrast to those shaped by the 
leader, a wavy line is used. 

It takes practice to become proficient in making flow rlingmmo 
since it is only necessary to record the itcmR which really affect 
the trend of the discussion. The time axis is greatly distorted 
and no attempt should be made to correlate it with the actual 
time consumed. As an illustration, the discussion may center 
around an item in the Blightly related field without changing much 
and the same number can be ascribed to several pointB on the 
graph with only one explanatory note. Likewise, every little 
statement and comment does not have to bo reflected in the 
diagram since it is intended to bo only qualitative and not 
quantitative. 

Figure 21 shows another way of portraying a discussion through 
the use of duplicate informational groupings above and below a 
center line. This permits the listing of "for and against” items 
by showing the discussion favorable to the subject above the line 
and that against it, below the line. This enables us to show 
swings from one position to another. In the sample graph shown, 
a simple five-step discussion has been assumed. This graph is 
particularly useful in charting Type 6 meetings, i.e., conferences 
concerned with reconciling differences. 

Discussion diagrams as a rule concern themselves mostly with 
the first four steps in the conference process, since the fifth, step 
is purely a function of the leader. When they are made for 
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Shaped Developmental and Informational discussions, the nature 
of the discussion is quite apparent from the diagram and the 
asaooiated notes. In all cases it will be found that Step I, 
Approach, is of great importance; unless it is well done, there will 
be frequent occasions when, the group will throw the discussion 



Fig. 21. — "Courso” taken liy a discussion — purely developmental, 


back into Step I in. attempting to clarify just what is being dis- 
cussed. Flow diagrams will generally provo beyond a doubt 
the need for a Step I to define clearly the problem under discus- 
sion, clarify the meaning of any descriptive words such as 
adjectives or adverbs used in setting the objective of the discus- 
sion, and permit sufficient group discussion to get crystallization 
of what is under discussion and acceptance as to its scope. Even 
in the extreme Informational conference process where the subject 
to be discussed is written on the board at the start of Step I, 
sufficient definition, clarification, and acceptance should be 
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obtained through closely shaped group discussion. A flow 
diagram shows that a good Stop I almost always will Bhow clearly 
each of the five steps within the Step I itself. The discus- 
sion may vary between rather wide extremes, Buch os directly 
and slightly related material, during Step IV Bince it is one of 
summation. 


Form LT-l 

CONFERENCE LEADERSHIP TRAINING 
FLOW DIAGRAM OF TREND OF DISCUSSION 

Leader Recorder Date 

Subject of Discussion 



1 

2 

8 

4 

5 

FiO, 22. 

Plow diagrams furnish a most effective and interesting means 
of obtaining a good discussion following a practice leading session 
since they give some factual basis for it and help remove the 
feeling of individual criticism that sometimes results from depend- 
ing upon the oomments of the members of the group. Care 
must be taken to make Bure that the diagram is made purely as a 
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quality diagram with no attempt to provide engineering accuracy 
or detail, since it is based on judgment alone and is at best only 
a spot check, 

The graph with its associated notes is only a training aid and 
ia seldom if ever used in actual conferences for the leader Bhould 
always be free to keep abreast of discussion trends. Through its 
use in practice sessions, however, he is able to form an apprecia- 
tion of the factors involved in discussion trends and how to use 
them. He should mako every effort to check the various factors 
such as the completion of the steps in the over-all conference 
process used, the steps used in considering each of the minor 
objectives, the general impression gained with respect to the 
effectiveness of the handling, and any particular illustrations of 
good or poor practice. 


THE CHECK OF QUALITY OF Discussion BY AN OBSERVER 

The Chock of Quality of Discussion (Form LT-2) iH designed to 
rate and evaluate the effectiveness of the conference discussion 
oonducted by a leader rather than attempt to rate the leader 
himself. As mentioned earlier in this chapter, many attempts 
have been made in tho past to set up forms for rating conference 
leaders. The evaluation of the personal characteristics and traits 
of individual leaders is inconclusive sinco the basis for tho rating 
must Btem from tho handling of tho discussion. It is, therefore, 
much more effective to rate tho quality of tho discussion con- 
ducted, as the object of conference leadership is to obtain a 
satisfactory discussion. This Form LT-2 Chock of Quality of 
Discussion (Leader’s Action), Fig. 23, has been, designed to 
reflect the leader’s use of the various devices available to him and 
the character of the group discussion. Everything on the form 
should be interpreted in the light of the loader’s action and what 
he docs, not from the standpoint of tho group action, because the 
form is designed to chock the quality of the discussion conducted 
by a leader. 

The form deals with three basic things: tho use of questions 
by the leader, tho character of tho discussion, and tho typo and 
amount of overhead discussion indulged in by tho group. In 
addition, a scale for Bhowing the approximate nature of the 
general over-all discussion is provided. 
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DETERMINATION OF THE LEADER'S USE OF QUESTIONS 

Questions are the main operating device of the conference 
leader; no conference leader can be successful without a thorough 
knowledge of them and how and when to use them. Through 
the proper use of questions the loader can wield an amazing power 
over our involuntary reactions. In earlier chapters, we have 
described the four basic types of questions and their use. The 
seotion of Form LT-2 headed by the phrase Questions by Leader 
is divided into two general sections that refer to the basic types 
of questions and to their use. In checking the quality of a 
discussion, the observer should tabulate by stroking each of the 
questions used by the leader under one of the four basic types 
shown on the form. These basic types are the Bame as those 
discussed and defined in Chap. IX, Questions and Their Use in 
Conference Leading. Thus, in the column headed Directed all 
questions directed at individuals by the leader arc shown, while 
overhead questions directed at the group without the leader’s 
designating a particular individual to reply are shown in the 
Overhead column. Questions which an individual in the group 
directs to the leader and which ho redirects to a different member 
of the group should, of course, be shown as Relayed. The fourth 
basic type of question in which the leader directs a question 
asked him by one of the group members back to that group mem- 
ber should be stroked in the Reverse column. 

It must be borne in mind that when wo have classified a ques- 
tion by its basic type, we have merely defined it in terms of its 
operation. In order to completely describe a question, it should 
also be soored under one of the three columns showing how it was 
used in the progress of the discussion itself. Thus a directed or 
overhead type of basic question could also bo a lead-off, follow-up, 
or provocative question depending upon its phrasing and use by 
the leader. The relayed and reverse basic types of questions are 
seldom, if ever, used as lead-off questions since they are originated 
by group members, not tho loader. They may, however, be of 
a follow-up or provocative nature. As will bo recalled, lead-off 
questions are used to start a discussion of a major or minor 
objective and appear most of tho time at the start of Steps I, II, 
III, and sometimes IV. Follow-up questions are those designed 
to move the discussion on toward its conclusion rather than draw 
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out or provoke further discussion of a particular item or minor 
objective. Thus follow-up questions appear when the leader is 
desirous of moving the discussion on to the consideration of 
another point or of achieving acceptance or crystallization. 
Provocative questions, as the name indicates, provoke more 
discussion of the same point or minor objective and are designed 
for drawing out, not advancing the discussion. It is very impor- 
tant that the distinction between follow-up and provocative 
questions as defined in Chap. IX be thoroughly understood. 

We can see then, that as a general rule, questions would be 
tabulated or stroked both under one of the basic types and also 
with respect to how they are used. 

ADEQUACY OF DISCUSSION CONTROL 

Under the subdivisions of the general hoading Discussion are 
stroked the conference items which picture how the diR wi ng in n 
Itself is handled. Thus the heading Close Shaping by Leader 
should be stroked when the leader actually steps in and closely 
shapes the discussion. For instance, if the discussion is progress- 
ing in a zone of slightly related information or the general zone, 
and the leader steps in and brings it back to directly related 
material as a result of direct statements or questions that indi- 
cate that the discussion is off the beam, ho is using close shaping. 
If he directed the group back into a closely related or directly 
related zone of discussion by a Borics of questions and discusBiona 
by group members in which he did not sharply shape or point out 
the untoward trend of the discussion, it would not be close shap- 
ing. To put it graphically, close shaping occurs when the leader 
“drops the group down the elevator well” instead of subtly 
guiding them back Btep by step or urging them down a gently 
inclined ramp. One way of expressing it is to say that the con- 
ference leader uses an adjustable inclined ramp in handling a 
discussion. When ho places it in a vertical or sharply inclined 
position in which the group cannot help tumbling down it in spite 
of themselves, there is no doubt that the leader is using cIobq 
shaping. The only time that stroke marks appear in this column 
is when the leader accomplishes close shaping by stepping in and 
using direct questions or statements which force the discussion 
back on the beam. 

The subheading Information Contributed is divided into three 
sections. That called Direot by Leader includes those instances 
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in which the leader voluntarily contributes Zone A information, 
to the group on what might be termed a lecture or informational 
baas. This covers those instances in which the leader provides 
information that the group may not have or where he provides 
it even though some of the group members may have it 

be in Zone A). There may be instances where this appears 
even though the over-all discussion might be Shaped Develop- 
mental in nature. It quite often appears in Step I of the over-all 
conference process as it applies to a major objective since Step 
I defines and sets up tho ground rules for the subject under 
discussion. 

Information Contributed by the leader as Answers to Questions 
from Group applies to instances in which the leader gives out the 
actual information in answer to a group member’s question 
instead of relaying it or reversing it and thus having the group 
provide the information. 

The column By Authority in the Group covers cases in which 
information is contributed by an authority in the group such as 
may be the case in Informational-type conferences. As has been 
pointed out previously, this is a characteristic of everyday busi- 
ness conferences in which tho various group members are authori- 
ties or specialists in their own particular fields. 

In stroking items under all three subheadings of Information 
Contributed, it must be remembered that the leader or the 
authority aotually has to contribute pertinent information of 
Zone A nature. Until experience has been gained in making 
quality checks of discussions, there is a tendency to include 
clarifying and adjustive statements and contributions by the 
leader under these heads. This should not be done since clarifi- 
cation. or adjustment is not contributing information. Strokes 
appear in the Authority in the Group column only when a group 
member actually replaces tho leader momentarily as the authority 
supplying Zone A information in an Informational Discussion 
manner. 


ILLUSTRATIVE EXPERIENCES AS RELATED 
TO QUALITY OF DISCUSSION 

Illustrative experiences add a great deal to the color and 
interest of any conference. They are essential to the success of 
a conference and the leader must gain facility in their use and 
the stimulation of group members to contribute them. Tho 
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ability to make the proper use of illustrative experiences in con- 
ferences must be a part of any check of the quality of discussion. 
The subheading Illustrative Experiences under the main section 
Discussion is divided into two parts. By Leader is provided for 
stroking the instances in which the leader contributes illustrative 
experiences and the column By Group for recording those 
contributed by group members. To warrant recording as an 
illustrative experience, the item must be a recitation of an actual 
or hypothetical case, not merely a reference to Buch a case. 


OVERHEAD DISCUSSIONS WITHIN THE CONFERENCE GROUP 

Spontaneous overhead discussion by group members, short- 
circuiting the leader, is a natural part of a good conference 
discussion. It not only is direct evidence of group interest but 
is an indication of group participation as well as the type of 
discussion process used. As a general rule, there will be more 
and longer instances of overhead discussion in the Purely Develop- 
mental discussion than in the Shaped Developmental. Good 
leadership calls for the permission of limited amounts of overhead 
discussion even in the Informational conference process. In this 
case, it will as a general rule appear in tho latter part of Step II 
and in Step III. In fact, if the group is interested and feels 
free to participate, it will bo difficult as well as unwise to prevent 
occasional excursions into overhead discussion. As has been 
pointed out, overhead discussions arc those which take place 
between group members, short-circuiting the leader, and may 
appear in any of the three conference discussion processes. 

Form LT-2 provides for tabulating overhead discussions. 
Each separate overhead discussion is scored in one of the blocks 
under the heading Number of Individual Contributions and a 
stroke is included for each time a group member participates. 
ThuB, an overhead discussion occurs if one group member makes 
a statement that is answered by another even though it was 
originally intended for the leader and group members to continue 
the discussion. Every time a contribution is made by a group 
member, regardless of whether ho has participated previously, 
it should be stroked. The overhead discussion ends when the 
leader steps in and stops it or when it terminates of its own 
volition and tho group moves on to the consideration of some 
other item. The number of individual contributions to a single 
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overhead discussion may be as few as two or three or, upon 
occasion, may run to as many as forty or fifty. In Purely 
Developmental discussions when spontaneous, the number of 
individual contributions to any single overhead discussion may 
be high. Each of the overhead discussions should be scored 
opposite a separate discussion number. Thus the number of 
overhead discussions in a particular conference is indicated by 
the final number used in the column Discussion Number 
The third column under the section Overhead Discussions 
Duplicate Discussions, provides for recording instances where 
two overhead discussions are going on in the group at the same 
time. This occurs when the group breaks up into two or more 
separate disoussions. It is scored beside the particular overhead 
discussion where it took place. Occasional instances are not 
unusual nor particularly alarming. However, if duplicate dis- 
cussions occur more than two or three times during the discus- 
sion of a subject it indicates poor handling by the leader When 
double discussions are protracted, tlio leader’s job is to stop in 
and shape one of them into the other discussion or, if that is not 
possible, to terminate both by directing the discussion toward 
himself. 


USE OF A QUALITY CHECK TO DETERMINE OVER-ALL NATURE 
OF A DISCUSSION 

When a Check of Quality of Discussion, Form LT-2, has been 
completed, the over-all nature of the discussion can be determined 
by inspection, in addition to obtaining checks as to how the 
discussion was handled by the leader. It should be remembered, 
however, that the Check of Quality of Discussion does not give 
the whole story, as it must be combined with the Discussion Plow 
Diagram, Form LT-1, and the general observations on tho dis- 
cussion m order to obtain a complete picture. 

■ The over-all nature of the discussion is evident from tho rela- 
^proportion of each of the following as recorded on Form 

_ 1. The basic type of questions which predominate and how 
they were used. 

°' um ^ )er instances in which close shaping was used 
y the leader and where Zone A information was contributed by 
the leader or authority in the group. 
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3. The numlmr and extant of the overhead discussions. 

4, The part that illustrative experiences played in the dk 

cussion. ™ 8 ’ 

In a Purely Developmental discussion, we would expect that 
overhead, relayed, and reverse questions would far outweigh the 
directed questions and that they would be used in a provocative 
manner more often than as follow-up. The Shaped Develop 
mental would be reflected in an increase in directed questions 
and in a greater use of follow-up questions to advance the 
discussion. Similarly, an Informational discussion would reflect 
a much greater use of directed questions than in the other two 
cases as well as a pronounced use of follow-up. It must be borne 
in mind that all the basic types of questions and uses can and 
usually will, appear regardless of whether the over-all discussion 
is Purely Developmental, Shaped Developmental, or Informa- 
tional. Ah has been pointed out, the treatment of individual 
minor objectives will vary depending upon requirements, for we 
must not forget that any discussion is composed of discussions 
within the over-all discussion. Thus there will be times in a 
Purely Developmental discussion when individual small items 
in Step I may be handled on an informational basis or when 
minor objectives will call for closely shaped handling. Thus 
the over-all treatment of the discussion does not exclude the 
appearances of any of the individual types of questions but is 
determined from the relative quantities of them which appear. 
In considering the use of questions, we must not forget that they 
must be evaluated in the light of what has been tabulated on 
Form LT-2 under Discussions and Overhead Discussions. 

When a relatively high proportion of the discussion falls under 
the Close Shaping by Leader and the Information Contributed 
classifications, it is obvious that the discussion must have had a 
decidedly Informational tinge. Whether it falls somewhere 
between Shaped Developmental and Informational or in the 
Purely Developmental classification will depend upon the dis- 
tribution of tho discussion between such items as are charac- 
teristic of tho individual discussion types. 

It is only natural to expect a greater uso of illustrative experi- 
ences in the Shaped Developmental and Purely Developmental 
discussions than in the Informational. They will tend to appear 
from time to time in the Informational discussion since contribu- 
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tions of information by the leader or by an authority in tho group 
'will occasionally be in the form of the recitation of previous 
experiences that resulted in tho development of the information 
contributed. 

The number and length of overhead discussions is & direct 
index to the type of discussion and also to tho group’s feeling of 
a freedom to participate in the discussion. Whenever close 
gVi aping is present or an informational method is used, the number 
of contributions to the overhead discussion will tend to be limited. 
In Shaped Developmental, they appear in greater number and 
tend to be of longer duration unless the leader limits them, while 
in the Purely Developmental there is a tendency for more and 
longer overhead discussions to take place. Unless the leader 
has shown poor control and a lack of ability to sense the signifi- 
cance of contributions to tho discussion, there will be a greater 
tendency toward the development of duplicate overhead dis- 
cussions in the Purely Developmental discussion than in the 
Shaped Developmental, with very few instances of it in the 
Informational. Unless overhead discussions develop duplicate 
discussions in excess of two or three per major objective, they 
merely indicate the group’s interest and. desire to participate. 
When they develop too frequently, it may indicate loose handling 
by the leader or a lack of understanding of the result of Step I. 
In extreme cases where the group gets out of control or horseplay 
develops, it is immediately evident; it is usually preceded by an 
unnaturally marked tendency of tho group to jjarticipate in 
duplicate overhead discussions. The significance of the dupli- 
cate discussions should be caught by the third observer watching 
the group reactions. 

Ability to evaluate the record of a discussion on Form LT-2 
comes only with experience; however, after one has made tho 
record a few times it is surprising how checks of the quality of 
the same discussion made by different individuals will correlate. 
It is important to remember that a check of quality of discussion 
b, as tho name implies, an attempt to determines merely tho 
quality, not the quantity, and that tin occasional error in stroking 
an item or omitting one altogether will not have any marked 
effect. This is at heat a spot chock for the rapid progress of a 
discussion does not give the observer time to make extensive 
deductions in his own mind before each stroke. In fact, little is 
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gained through attempting to evaluate each contribution in too 
much detail, because as soon as the proper bench marks have 
been set up in a person’s mind as to what each of the form’s 
classifications means, an involuntary, instinctive stroking based 
upon impressions is correct in the great majority of instances. 

RATING CHART FOR RECORDING OVER-ALL NATURE 
OF A DISCUSSION 

The chart shown at the bottom of Perm LT-2 is designed 
and scaled so as to permit the observer to draw a vertical line 
at the point which approximates the over-all nature of the 
discussion. Since it is the exception rather than the rule that 
an over-all discussion made up of discussions of a Beries of minor 
objectives will be consistently Purely Developmental, Shaped 
Developmental or Informational in its entirety, most discussions 
will fall somewhere between Informational and Shaped Develop- 
mental, or between Shaped Developmental and Purely Develop- 
mental. Thus a discussion could bo Shaped Developmental and 
have a sufficient amount of Informational in it to cause it to fall 
somewhere between Shaped Developmental and the halfway 
point between it and Informational, or between Shaped Develop- 
mental and halfway between it and Purely Developmental. 



Likewise either an Informational or a Purely Developmental 
discussion might have sufficient closely shaped handling to cause 
it to be stroked between those points and the mid-point between 
them and Shaped Developmental. 
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The particular point at which a vertical line is drawn on the 
scale is determined by the observer’s over-all evaluation of the 
information on Form LT-2, Check of Quality of Discussion 
Sample Forms LT-2, Check of Quality of Discussion, illustrating 
the relative distribution of the various items for each of the three 
specific discussion processes, have been included at the end of 
this chapter to clarify tlio use of the form. 

OBSERVATIONS OF THE GENERAL NATURE OF A DISCUSSION 

As mentioned at the start of this chapter, the third part of a 
complete check of a conference discussion consists of making 
observations of a general over-all nature concerning the effective- 
ness of the discussion. This should bo done by a third observer 
since the observers making the Flow Diagram and Check of 
Quality of Discussion are too busy watching the details of the 
discussion to sit back and sense the general reactions of the group. 
This is often done by the leader of tho leader training conference 
who will, of course, handle the discussion following each of the 
practice leading sessions conducted by tho trainees. In fact 
the best plan is for the leader of the leader training conference to 
make flow diagramsof the first oneor two practice leading sessions 
himself and base his oomments and discussions upon them. He 
oan then make the firat one or two quality check sheets. After 
he has broken m the group as to the use of the flow diagram and 
the check of quality of discussion sheets, he can assign them to 
nonparticipating conference members with some degree of success 
and from then on handle tho general over-all check of the dis- 
cussion himself. Ho must be sure to check tho trainees making 
he flow diagram and the quality check shoots from time to time 
bo as to be sure that they are making them correctly. Since it 
is good practice in leader training conferences to devote a mini- 
um o ree or four days to a conference discussion of the back- 
ground and methods used in conference leading and then follow 
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it up with two roundB of practice sessions, all the trainees win 
have ample opportunity to perfect themselves in the use of ih 
Flow Diagram and the Check of Quality of Discussion After 
the first few attempts, it will be evident that the flow diagrams 
and the quality checks made by separate observers for the H am P 
discussion check remarkably well. In this type of check the 
number of strokes for a particular Item of the Check of Quality 
of Discussion should not vary more than 20 per cent after exueri 
ence has been gained with them. Since it is only a quality spot 
check at best, it would be foolish as well as a waste of t.imp to 
attempt to get exactly the same scorings for two observers. 

DISCUSSION OBSERVATIONS AS A LEADER TRAINING TOOL 

In addition to the advantages gained from the use of the Flow 
Diagram, the Check of Quality of Discussion, and the general 
observations in conducting the constructive evaluation of practice 
sessions, the making of Flow Diagrams and Quality Checks of 
Discussions also keeps busy those members of a conference 
leadership training group who do not participate in a practice 
session. It focuses their attention and thoughts on what is 
going on, preventing their minds from wandering while they are 
getting an over-all view of conference procedure that is diffic ult, 
to obtain when they are actually participating in the practice 
session. Most important of all, it trains them in perceiving the 
significance of what the conferee contributes to a discussion and 
m Sizing up a^ situation quickly. It aids in the formation of 
judgment and in sensing as well as guiding conference trends. 

The Flow Diagram and the Check of Quality of Discussion 
are designed primarily for use in leader training conference 
practice sessions. They are not intended for the use of a leader 
who is conducting a conference in an attempt to check on the 
conference he is conducting. It should be obviouB that the 
leader is too busy conducting a conference to be able to make 
either a Flow Diagram or a Check of Quality of Discussion. 
The leader of the leader training conference should make follow- 
up checks of leaders he lias trained when they start conducting 
conferences on their own. If he meets the conference group 
prior to the start of the session so that they will know him and 
not be distracted by Iub sitting in the background, his presenoe 
should not detract from the effectiveness of the conference. At 
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the end of the day’s session which he observes, he should discuss 
it with the leader and make such helpful, constructive suggestions 
as are necessary. Flow diagrams and quality check sheets give 
a sound basis for such comments and assist in making a correct 
analysis. It is not possible to make both a flow diagram and a 
quality check sheet at the same time, nor is it worth while to 
attempt to make them for all the items discussed. It should bo 
sufficient to make a flow diagram on one or two major objectives 
or subjects and a quality check on a couple of others; these 
coupled with notes made as a result of general observations, will 
provide plenty of sound worth-while material for comment/ 

HINTS AND AIDS IN CONFERENCE CONTROL 

The conference leader will find that a large easel with fifty or 
sixty sheets of paper, at least four by three feet in size, clamped to 
it so that they may be written on with crayon and then turned 
over the top of the easel as used, is a most effective tool in guiding 
the discussion. It has the advantage of retaining the record so 
that reference can be made to it. As contributions arc made by 
group members, the conference leader should write them on the 
board for the group’s consideration. This very act of writing 
focuses the group attention on the contributions and leads to 
their consideration. The leader can permit the discussion of 
each or not as he desires. Also he can neglect to write up certain 
ones that are of a general nature and by selection he can do much 
to control the trend of the conference. Even though the con- 
ference is of a Developmental type, such a record is of value 
and interest in addition to aiding the discussion. This technique 

is effective regardless of which of the throe discussion processes 
is used. 

When all the group contributions that the leader wishes to 
record have been listed, he then selects as the one ho wishes to 
pursue that which will further the discussion objective and asks 
jus follow-up question about it. This device is of much value 
in shaping and controlling tho discussion. It can even be used 
as a me ans of graphing the progress of a discussion by simply 
listing the responses or contributions and progressively doing the 
same thing for each of the follow-up questions until tho discussion 
eac es 1 b conclusion. The series of responses and follow-up 
questions can then be separated into the over-all five steps and 
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the particular major or minor objective as set up in our n„ 
ference planning will be the result of the consideration of ZZ 
mSg 0 * weU M the treatment indicated by the purpose of&e 

. Althoughallthe discussion of questions and their use as covered 
m Chap. IX has a bearing on conference control, the direnfed 
question is one of the leader’s most effective tools in control 

discussion trends. Some of its more important uses are 8 

1. To bring back wanderers. 

2. To determine discussion distribution. 

3. To determine zone shift. 

Where a leader does not have the opportunity to gain a knowl- 
edge of conference control through the medium of practice 
sessions in a leader training conference, much will be gained bv 
making flow diagrams and quality checks of actual conferences 
in which he is a conferee. As brought out in Chap. XVI on 
suggested programs for the training of conference leaders the 
leader can only consolidate his ideas on leading into an actual 
technique through actual firsthand experience. 

COMPLETION QUIZ 
Write in missing words 

within a discussion os tho group proceeds from 

objective to aohiovo tho objective. 

. each and ovory situation, nhnn^ 


1. There are 


. objective to . 
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l j ‘ Ea 5 h i ndi ^ contribution made to tho discussion is sized up by the 
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■ bearing on the discussion topic. 

6- close to the discussion topic, 

relation to the discussion topic. 

d, . _ to the discussion tqpio. 

4. By applying the four measures of the valuo of a contribution to the 
discussion hated in 8 , the leader is able to of the discussion 

6. A leader muBt 


. be forming 


■ in his mind that he oau use 


to shape tho discussion. 

6. A dlsoussion has a definite path or 

Itl8 k Qttor to rote tho conducted by a leader than the 


-as it progresses to a. 
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8. The three parts to making a worth-while cheek of a discussion are 
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o. observations of a general , 
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9. The Flow Diagram together with its correlated notes gives a definit e 

of the taken by the discussion, 

10. The check of Quality of Discussion discloses the of tho leador’s 

use of conference and tho overall nature of tho conference 

discussion, 

11. A third observer is required to check tho overall reactions to 

the and its general quality. 

12 . The Flow Diagram and tho Cheek of Quality of Discussion are 

desi gned primarily for uso in leader training conference „ 

13. The leader of a leader training conference should make 

checks of tho leaders he trains. 

14. The conference loader will find that a large with fifty to Bixty 

sheets of paper four by three feet clamped to it most 

16. When the leader is tho group has tho feeling that tho 

can go on os they wish. 

16. When tho leader rises, attention is on him and tho disoussion 

tends to • 

17. Tho leader should make a practico of in hia during the 

normal of the discussion, 

18. Familiarity with conference and details gives the lcador the koy 

by which to the discussion. 

10. The directed question is an important tool in controlling discussion 
trends. Some of its uses arc 

a. to bring back 

l. to determine discussion , 

e. to determine shifts. 

20. A knowledge of conference is of vital Importance to tho con- 

ference leader. 
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CHAPTER XIV 


CONFERENCE DISCUSSION 
PLANNING 


THE HEED FOR CONFERENCE DISCUSSION PLANNING 

Earlier in this book when we were considering the teaching, 
learning process, the General Conference Process, and the three 
specific conference processes, it was pointed out that the prepara- 
tion of the conference outlines and material was mosttftd to 
the success of my conference. This preparation, ho TO6 r, 
be done prior to the actual conference session and is not included 
J 8 , 1 part of tl + 1G inference processes, which deal only with the 
actual conduct of the discussion itself. The preparation of the 

thfriZofth I' 6 ^ baCkgrtH . U1<1 mafccria1 ' together with 
the plans of the dmeuasum, is most intimately tied in with the dis- 
cussion but must of necessity precede it. Since it is performed 
independently of the group discussion itself, it should not be 

Settinf on thG fi d T. U88i °. n ,* ° httpter XV ’ The Conference 
Setting, covers the other Bide of conference planning and relates 

totte necoteajy conference facilities, equipment, supplies, and 
personal needs of the conferees. 

and inference leadership are in no way different 
from any other business or industrial activity with respect to the 
need for adequate advance planning. It is important in all 
1 ° » whether they be the formal business con- 
d X ; day bUHinGHR C0nf enmcc, or the purely training 
confer l r h ° f< f u,t T nttturo of day-to-day business 

adln!f i° immat f t,h0 p0Hsibi]it y of detailed planning in 
DlementX? conference loader to brief planning sup- 

snot ha • b m of the actual discussion on an on-the- 
e»n ATifi 818 ^ u ? °f the day-to-day business conferences 

s ou d bo given sufficient advance thought and planning 
188 
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to ensure their efficient and satisfactory handling. The purely 
training conference and the formal business conference are much 
more susceptible to detailed advance planning. We ahull 
therefore, approach the problem of conference discussion planning 
and preparation by considering the type of planning suited to the 
formal business conference and the purely training conference 
and then adjust the procedure to meet the streamlined needs of 
the day-to-day business conference. 

CONFERENCE MATERIAL AND OUTLINES 
AS A FUNCTION OF THE TYPE OF CONFERENCE 

Before we can decide on just how we will go about preparing 
the background material and outlines necessary for conducting a 
conference, we must pause and take a general look at the type 
of material required to meet the needs of the possible types of 
conferences. In the purely training conference in which the 
group will come to certain more or less predetermined conclusions 
and procedures, the majority of the discussions will fall some- 
where between Shaped Developmental and Informational. 
There will be a decidedly informational tinge to the whole picture 
even though only certain specified major or minor objectives are 
handled on a straight Informational conference discussion basis. 
In such conferences narrative, take-home material can be pre- 
pared in advance and distributed following the completion of the 
series of conferences that make up the training meeting. This is 
possible because the over-all net characteristic is informational 
in nature and the conclusions and procedures can, in general, be 
predetermined. In supervisory training conferences, for instance, 
certain conference subjects could be handled on this basis while 
a few might be of a developmental nature and only outlines could 
be provided since the actual conclusions and procedures would 
be determined by the group. Similarly, in formal business 
conferences making up a particular meeting which extends over 
a period of one or more days, some of the conference subjects 
would be of an informational nature for which narrative, take- 
ome material could be supplied while others would be develop- 
mental and permit only tho preparation of outlines covering the 
major objectives and their respective minor objectives since the 
final determination of the conclusion would rest with the group. 

Of course, in both the purely training and formal business con- 
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ferences, the conference subjects (major objectives) which would 
be handled on a Shaped Developmental or Purely Developmental 
basis could be expanded into narrative, take-home material 
following the conference discussions when the loader’s outline 
could be converted into the conclusions and procedures developed 
by the group. As we shall find, tho day-to-day business con- 
ference seldom warrants tho preparation of narrative material, 
although take-home material covering tho conclusions and 
procedures reached is usually needed. Advance preparation 
for day-to-day business conferences is usually restricted to the 
necessary leader’s outlines, which will vary in viewpoint accord- 
ing to whether the individual subjects are Informational or 
Shaped Developmental. Thus we see that regardless of whether 
we prepare narrative, take-home material in advance of the 
conference session or following it, we must have an outline for 
the leader and a skeleton upon which wo can hang the flesh in the 
form of narrative material if we so desire. 

THE TOPICAL OUTLINE AS THE KEY TO CONFERENCE MATERIAL 

There is a natural and simple procedure that lends itself to 
the preparation of any written text material of a narrative form. 
Basically it applies as well to writing a composition, such as we 
all wrote so laboriously in grammar and high school, as to the 
framing of a letter. Many of us use it in our day-to-day work 
and all of us will, no doubt, recall it quite vividly. It has 
masqueraded under many names, some simple and some complex, 
but probably the most generally used designation of the first step 
in the preparation of written material has been “the topical 
outline." It is both natural and wise to prepare a topical outline 
before we plunge into writing a detailed narrative on any subject. 

When we have determined upon a subject that we wish to 
expand, we first take the key idea and then list in brief topical 
form the major divisions or parts of it. We can then readily 
break these major divisions down into their minor subdivisions. 
In making the topical outline we use brief, short, descriptive 
sentences listing tho pertinent ideas without attempting to 
amplify them. We then inspect tho major divisions of the sub- 
ject one by one to see if they are logically a part of the subject 
and whether we have all of them, as well as to check the correct- 
ness of their arrangement and sequence. The same operation 
must be performed with the minor subdivisions of each major 
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division. The preparation of a flow diagram such as follows 
many of the chapters in this book rationalizes the outline into a 
smooth-flowing sequence. When we have completed such an 
outline and have made sure of both its adequacy and sequence, 
we can then expand it into a written narrative which gives full, 
complete, detailed treatment of each of the major subjects 
through amplification of the minor subdivisions. This is airniW 
to the preparation of any book. If you will check the table of 
contents at the front of this book, you will note that the main 
idea is expressed in the title, Conference Leadership in Business 
and Industry, and the chapter headings form the major divisions 
of the subject. The section headings subordinate to each of the 
chapters form the minor subdivisions. If those were arranged in 
order and indented in accordance with their relative standing as 
major and minor subdivisions, we would, of course, have the 
topical outline for the book. By amplifying this topical outline 
we complete the detailed narrative treatment of each of the 
minor subdivisions one by one, thus completing each of the major 
subdivisions or chapters until we have the complete narrative or 
book. 

The preparation of conference material does not differ funda- 
mentally because the first stop consists of breaking the meeting 
subject or subjects down into the specific conference discussion 
subjects or major objectives that will make up the over-all 
meeting and then dividing each one into the minor objectives 
which lead in logical sequence to it as a conclusion. As we have 
already mentioned in the case of Informational conferences or 
Shaped Developmental conferences on the informational side, 
both the topical outline and the complete narrative material of 
a descriptive nature can be prepared prior to the conference. In 
the case of Shaped Developmental on the purely developmental 
ride or Purely Developmental conference subjects, only the 
topical outline can bo prepared in advance because the actual 
conclusions and procedures cannot be determined upon until 
after the group has mot. Tho principle of the topical outline 
that forms our basic analysis is shown in Fig. 27. 

RELATION BETWEEN THE TOPICAL OUTLINE 
AND THE LEADER'S OUTLINE 

Let us examine the topical outline and see whether or not it 
will meet the needs of the conference leader in handling his 
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discussion It does supply, first, a breakdown of the over-all 
meeting into separate conference subjects, and in turn, each 0 
these conference subjects into the minor objectives JuSwffl 
have to be discussed m order to achieve the over-all discussion 
of the subject. This is consistent with what we have aSy 
covered with respect to conference discussion processes nmol Z 
has been pointed out the over-all specific conWe dSon 
process chosen for the handling of each major division of our 
conference subject is composed of five steps. It is in the Draw Z 
(hit step, Step II, of the over-all conference process that ea«Tj 
the minor subdivisions or objectives making up the major 
objective or subject is handled as a separate conference discu Jon 
within the over-all discussion. It can, therefore, be seen thS 
the topical outline furnishes the basic structure around which a 
conference discussion can be built. However, since it is merelv 
topical in nature and determines only the scope and makeup 
of the discussion, it is not complete and has not been adapted to 
the needs of the conference leader. We can see, furthermore 
that when a conference leader is to conduct an Informational 
conference based on prepared narrative material, the first step 
must be to prepare a topical outline from the narrative baZ 
ground material he is to use. The topical outline, therefore is 
only the starting point for the leader in planning his actual 
discussion. It does represent the form in which much traiW 
conference and formal business conference material is prepared 
»nce it can be distributed to the conferees following the meeting 

• h t fwm ' lfc 18 free from a11 the technical arrangement and 
vana 10ns necessary to the leader. It serves a double purpose 
as well as making it necessary for the leader to prepare his own 

0utlme for conducting the conference. It would be 
impossible to prepare personalized outlines that would fit all 

rl i 1 !? mJn 1 ° r dlV1810ns wiU var y tho particular 
g oup a background and zone knowledge, the purpose of the 

meeting, and the time available for tho discussion. 

AN APPLICATIONOF THE TOPICAL OUTLINE 
TO A TYPICAL TRAINING PROGRAM 

out e '°,°S furth ° r ir i t0 the matter of adjusting the topical 
e the needs of the conference leader through proper 
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planning of the discussion, let us look briefly at a typical applica- 
tion of the topical outline to a supervisory training program as 
shown in diagrammatic form in Fig. 28. 

In this figure we see that the supervisory training program 
that would take at least two weeks’ time to cover in its entirety 
is made up of a series of meeting subjects that are subdivisions 
of the supervisory job, each of which might take one to three 
days’ time to cover. In actual practice, a number of them 
might be given to a group gathered together for a week or thev 
might be distributed over a years’ time or even two years' time 
with the supervisory group taking the most fundamental ones 
first and following up with the others from time to time in order to 
gain the advantage of actual experience on the job. Each of th rno 
individual divisions of the supervisory job represents then what 
we have termed in our topical outlines as the over-all subject. 
It is this subject that is broken down into major divisions or 
conference subjects each of which is, in turn, made up of the 
minor subdivisions that lead in logical sequence to the major 
division or objective. 

As a matter of comparison and illustration, the material in this 
book covers what should be given in a training conference in 
which conference leaders are to be trained. The material as is 
discussed in Chap. XVI, could be given over a period of two weeks 
covering the subject in detail for key leader training personnel. 
Although for conference leadership training, it Bhould all be given 
m one continuous series, it would be possible to divide the mat erial 
into one- or two-day conferences that could be given at separate 
tunes in the same way as the supervisory training mentioned 
above. In such a case, we would have to associate together 
under a heading or title the chapters of the book that would be 
pven m each two-day session. Our conference leadership train- 
ing setup would then be in no way different from that shown in 
the supervisory training diagram. 


CONVERSION OR A TOPICAL OUTLINE TO A 
LEADER'S PERSONALIZED OUTLINE 

No topical outline, regardless of how complete and logical it 
Hug be, would meet the full needs of the conference leader in 
oon ucting a discussion until he had made the necessary decisions 
as to the type of meeting handling to be given each seotion of it. 
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He would also have to decide upon the over-all Bpeeific conference 
discussion process to be used for each of the conference Bubjecta 
or major objectives. In turn, it would be necessary to decide 
upon the type of specific conference discussion handling to be 
accorded each of the minor objectives as complete conference 
discussions within Stop II of the over-all conference discussion. 
This is really the start of the preparation of the leader’s person- 
alized outline designed to meet the needs of conducting a discus- 
sion for the particular type of group concerned. As we shall see, 
it is desirable to go even further in planning a conference discus- 
sion for it is well to prepare lead-off questions and to determine 
upon possible handling procedures through consideration of the 
various steps in the conference process and how they will be 
handled. 

It is true that too much detailed preparation is not wise if it 
tends to fix a definite procedure in the conference leader’s mind 
which he will attempt to stick to regardless of the group’s needs 
or the situations that arise during the actual discussion. It is 
absolutely necessary, though, to decide in advance upon the 
type of handling to be given each of the major and minor objec- 
tives as well as to give some thought to the possible group reac- 
tions and responses during the courso of the discussion. This 
tends to prepare tho leader for possible eventualities as well os 
to give him some bench marks around which to build his thoughts 
and procedures for starting the discussion. In many instances, 
experienced leaders prepare quite detailed discussion plans using 
two or three different approaches and then discard them com- 
pletely after they have performed their function of forcing 
the leader to think out all the ramifications and variations of the 
discussion in advance. Most leaders will take with them to the 
conference a personalized form of topical outline that includes 
notations as to the proposed type of handling, possible lead-off 
questions, key ideas upon which acceptance must be checked 
and, in Informational or Shaped Developmental discussions on 
the informational side, prepared summation statements. The 
leader does not uso these things in exactly the form that he has 
them for ho must, of course, adjust his procedures to the varia- 
tions in the discussion and tho group needs. However, they do 
contain some of the key ideas around which the discussion and 
the conolusions must be centered. Later, we shall have more to 



Subject of Over-all Meeting conference leader's outline 

I. Conference subject No. 1 (Major objective) Conference Subject No. 1 

A. Hist subdivision (Minor objective) Selection of Over-all Specific Conference Process 
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say in this connection; for the personalizing of topical outlines 
in an adequate though economical form is highly important Z 
the leader and the success of the conference. 

Before proceeding to more detailed consideration of thin 
problem, let us consider Fig. 29. On the left in brief outline form 
is part of the structure of a topical outline with identifying lett™ 
and numbers. To the right, we have the conference step-bv 
step procedure as it would relate to the first major division or 
conference subject. This step-by-step procedure shows how the 
leader's personalized outline is formed as well as gives the basis 
for discussion planning. We seo again that there is an over-all 
specific conference discussion process which relates to the con- 
ference subject. Within Step IX of the over-all conference 
process, we find the series of five steps of the specific conference 
discussion processes which relate to each of the minor subdivisions 
or objectives. Through the adjustment of the topical outline to 
show the proposed methods of conference discussion handling for 
each of the major and minor objectives the leader arrives at his 
personalized outline. He then proceeds to the planning of the 
discussion in detail. 


STEPS IN PLANNING THE HANDLING OP A MAJOR OBJECTIVE 

. order to summarize and clarify the over-all meaning and 
significance of what has been discussed so far in this chapter 
Fig 30 has been included. It will be noted in the diagram that 
the first selection, as we have mentioned, in the type of meeting 
handling that will be accorded a particular subject. The purpose 
of the meeting determines and influences the selection of the 
over-all type of meeting which is, of course, determined by the 
predominating type of handling used for the various conference 
subjects. As a matter of interest, the first subject in an over-all 
senes of conferences is often handled as a Type 1 meeting since 
its chief purpose is to make clear what the series of conferences 
is about and to set up the ground rules for the discussion together 
with any other information necessary to carrying on the meetings. 
As is shown in the diagram, the conference subjects to bo dis- 
cussed (major objectives) have their type of handling indicated 

oge her with the over-all spocifio conference discussion processes 
to be used. As a matter of completeness, in one instance, the 
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Fig. 30. — Steps in planning the handling of a conference subject or major objective. 
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outline has been extended to show the specific conference d™ 
oussion processes and steps used for minor objectives 
. In a ver y broad sense, there are really two general ri^B 
tions under which all major and minor objectives may faT^ 
of them may be either a direct objective or an indirect obfecti™ 
Direct objectives arc those of which the group is definite^ 
serous and which appear in the topical outlines and in the peC 
aliped leader's outlines. Indirect objectives are those wh e e Z 
group is not conscious of your aim. They seldom appear t 
part of the topical outline from which the leader’s rmrJLu ^ 
outline is derived for they are general in nature and are usually 
a by-product that follows as a result of the direct objefi 
attained. Thus the group may reach conclusions which appar- 
ently are not set up as part of the logical, arranged sequence or 
aim. They are sometimes termed general impredions which the 
group receives aa a result of the background and feelig S up 
m the discussion. An illustration of an indirect objective oaJ 
be found m the opening session of a conference during which the 
ksader “ finding out the characteristics of each individual in the 
group although this does not appear in the actual topical outline 

majir InVSnordh-T 111 ’ 2 ^! 01 !- 11 " 0 Which Containfl the direot 

major and mmor objectives. Indirect objectives are very often 
“ i? by thegr0Up CVGn thou « h ^ey are never crystal- 
eadtS T Th6y appCftr 0nI ^ occasionally l the 

iarente ° utlm ° and ar ° usually stated as such in 

tiveTor aubject!" 01 S ^ Btatement of the ma i° r objec- 

TYPES OF TOPICAL OUTLINES PROVIDED FOR 
LEADER'S PLANNING PURPOSES 

th J!l er i * > 6 SeVetal 7 ayS ° f 6etting up t0 P ical outlines from which 
lal idr ! P °f ° na “ outline Prepared. It is not particu- 

y important which one is used for obviously the best one iB the 

Cd n ? H at , ^ t0 ? he lGader hiltlRelf - Topics outlines for 
f ^ oriria business conferences and training con- 

wnxS “S." fiUporviftm 'y or i° b training are often brief as to 
T . , g ‘. Q statement of the major objective or conference 
TZ? u OCGaaionall ,y flowed by a descriptive and limiting 
• ® a p, Y- er ° neoe8sar y- Below this statement, the 
o jec ives, which are sometimes called group responses or 
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major points, are listed. No matter what they are called, they 
should lead in succession to the major conclusion if they are well 
chosen, To the right in another column under a heading Buch 
as r emar ks, related information, or minor points is listed pertinent 
information applying to the items in the topical outline. Although 
the h eadin g given this column often varies a great deal, its pur- 
pose is always the same. Sample sheets from three types of 
topical outlines have been included at the end of this chapter. 

In preparing personalized leader's outlines, many leaders make 
r pprpnal notes on the topical outline indicating the type of 
handling for the major and minor objectives by the letters INF., 
S.D., and P.D. Lead-off questions to start the discussion can 
also be written in the margin together with such comments as 
“watch for” and “bring out” indicating particular points to 
stress, and brief reminders as to illustrative stories. As a general 
rale, however, it is most desirable to prepare a personalized out- 
line for each day’s session basing it upon the topical outline 
provided with the course material. This is a much more satis- 
factory and flexible plan since the leader then tends to plan and 
conduct the discussion with the characteristics of that particular 
group in mind. 

VARIATIONS IN PERSONALIZED LEADER’S OUTLINES 

A leader should always attempt to avoid the use of type- 
written or printed outline material laid open upon the tablo before 
him. This is particularly bad in Purely Developmental and 
Shaped Developmental conferences on the purely developmental 
side since it gives the group a feeling that the answers have 
already been determined upon by the leader. The best plan is 
for the leader to make his complete analysis and personalized 
outline for each day’s session during the preceding day or evening. 
After studying them thoroughly, he then prepares brief pencil 
notes covering the major objectives, the minor objectives, the 
subject handling, lead-off questions, acceptance points to check, 
and also summation statements in Informational conferences. 
These can bo prepared for each major objective (conference 
subject) and only those few sheets pertaining to the particular 
subject under discussion should bo in view during the discussion. 
Loose cards or sheets not included in a notebook are best, for in 
training conferences or in some formal business conferences it is 



202 CONFERENCE LEADERSHIP IN BUSINESS AND INDUSTRY 

desirable to give the group a feeling of spontaneity and control 
If the leader’s outline for use in the conference itself is brief the 
natural tendency for the leader to stick closely to a formally 
prepared, detailed leader’s outline is eliminated. The brevity 
of his outline causes the leader to permit a more active, natural 
flow of discussion since he is not consciously trying to shape each 
little trend to make it conform to preconference ideas. 

Earlier in this chapter it was pointed out that the wording of 
the topical outline is not designed for direct use by the conference 
leader. In converting the topical outline to a personalized 
leader’s outline, the wording of the statements of the major and 
minor objectives should be carefully reviewed and studied. Rinnq 
they are in topical outline form, they are not always directly 
usable by the leader in conducting his discussion. The state- 
ments must be checked as to brevity since a long random state- 
ment cannot be used effectively to indicate to the group the 
Bubject for discussion nor for summation purposes. Ambiguous 
or vague words and phrases must be either eliminated or defined. 
The leader should be careful to reword the statements of major 
and minor objectives which lie will use to summarize the Approach 
Btep in order to give the group a elcar-cut picture of what is to be 
discussed. Any ambiguity or vagueness only leads to confusion. 

All statements used by the loader must distinguish carefully 
between the general and the specific. The group must know 
whether they are discussing the general phases of the problem 
or specific, limited applications of it. Whenever these two t.hin gn 
are confused or combined within the same discussion, it is doubt- 
ful that a satisfactory conclusion can be reached. 

PRELIMINARY PLANNING OF 
ACTUAL DISCUSSION CONTENT AND FLOW 

Many leaders find that making detailed, preliminary discussion 
plans aids them in conducting a conference. These discussion 
plans are of a rough nature and arc based on the leader’s person- 
alized outline. As a general rule, lenders make two or three 
different ones covering all readily foreseen variations and then 
discard them, depending upon only their brief personalized out- 
line with its marginal notes for the actual discussion, This 
leaves the leader in a flexible frame of mind and helps him to 
size up and meet situations os they arise. Leaders are thus able 
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to adapt themselves better to actual conference trends as they 
take place and have a higher degree of perception. The steps 
in such actual conference discussion planning are as follows: 

1. Select over-all specific discussion process for major objectives 

2. Sot up your Approach 

a. Method of approach (rehearse and tio in) 

b. How much discussion 

c. What to look for to isolato idea or objective 

d. Plan discussion distribution 

3. Plan Drawing Out step 

0. Transition from Approach to first minor objective 

b. Selection of specific type of discussion process for minor objectives and 
planning of discussion as to distribution and extent on a step-by-step 
basis 

c. Decision on what to watch for and pick out in Stop II of the speeifio 
conference process 

d. Selection of hints for checking zono shift and distribution of discussion 

e. Decision on points to check in making certain group acceptance has 
been achieved 

f. Summarizing statement for Stop IV (not necessary if your minor 
objeotivo in outline is stated in form to bo used for summation) 

g. Statement of indirect objectives, If any 

h. Transition to next minor objeotivo (this cycle is repetitive for minor 
objectives lending up to major objectives) 

1. Chock as to over-all major objective status, i.e., zone shift and dis- 
tribution before group acceptance of major objective is checkod 

Note b: Select individuals for discussion participation and order of partici- 
pation on basis of typo and estimutod zono knowledge. 

This, of course, must be adapted and modified to suit actual conditions in 
discussion, reactions, Interest, and changes in zono knowledge. 

Use comparative discussions not only to provide zone-shift material but 
to bring out pointB you are looking for and wish to intorjoct. 

4 Make plans for checking group acceptance 

a. Decide upon degree of group aooeptanco possiblo for type of specific 
discussion process used and the group members participating when 
characteristics are known 

b. Plan extent of discussion necessary to check group acceptance for 
ovoT-all major objeotivo by knitting together the cumulative results 
of acceptance obtained for the minor objectives 

c. Review any possiblo reasons and points why it might bo necessary for 
discussion to revort to Step II, Drawing Out, so as to anticipate suck 
a turn 

d. Phrase possible transitions to Stop IV, Summation 
5. Summation for major over-all objoctive 

a. Prepare and word clearly and economically so that you may run over 
in your mind and use as a check before you actually summarize and 
place on board 
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6. Phrase questions to be used to nee it limit of Step III has been reached 
0 . If major objective is properly stated and worded in outline, it serves 
also for summation statement ’ 

Note: Chock upon indirect objectives, if any. Hum up in a statement any 
that aro to be expressed. 7 

6. Association for major objectives 

a. Plan and word statements to be used so as to relate the objective 
properly in over-all chain as well aa with respect to preceding one 
h. If possible to do so subtly without its being noticeable or awkward 
bow seeds for next approach and an easy transition. Check to see if 
this major objective is in proper place 
Note: During planning keep in mind and allow for sowing seeds for future 
development as well as for bringing in Zone A information when required. 

CONFERENCE PLANNING 
AND THE DAY-TO-DAY BUSINESS CONFERENCE 

Much of wliat we have covered in this chapter will apply more 
directly and readily to purely training conferences and formal 
business conferences where there is opportunity for detailed 
preparation of topical outlines, personalized leader’s outlines, and 
narrative background material. Although force of circumstances 
and the nature of the everyday business conference do not always 
warrant the full, detailed, complete conference preparation and 
planning procedures, it does not follow that it can be successfully 
conducted without some thought and preparation. Obviously, 
any reasonably skilled conference leader who knows the principles 
involved and the possible specific conference discussion processes 
can formulate a plan of attack on his feet when forced to do so 
and conduct a conference without advance preparation. In such, 
instances, the leader must bo alert at all times and have a high 
degree of perception since ho is in reality forming his plans and 
making his adjustments as he proceeds. The day-to-day busi- 
ness conference does necessitate such preparation as is essential 
to intelligent handling; a topical outline must be available if the 
conference is to have any direction whatever. Where necessary, 
the leader can match his handling to such an outline on the spot 
as well as determine his check points as ho goes along. It is 
wisest, however, to supplement the topical outline with a person- 
alized leader’s outline in advnnco of the session. It should 
contain pertinent material such as hints on the conference die- 
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mission processes to bo used, lead-off questions, key check points 
for acceptance, and, where the nature permits, suggested summar 
tion statements. Another important feature of the day-to-day 
business conference, whore a great deal of use of specialists is 
made as contributors on. an informational basis, is the scheduling 
and arrangements for such contributors as part of the leader's 
outline. 

Conference discussion planning is most important to successful 
conference leadership. In this respect it is no different from the 
planning and preparation given to other business activities. In 
many ways, it is more important than the normal planning of 
production activities for, unless systematic, sensible, economical 
conference leadership methods are used in the higher levels of 
supervision where the basic policies and plans are determined, 
the best of production plans may be fruitless. 

Sampz.ii A 

Leadkii’b Outline Supervisory Training 
How Do We Learn about Ouu Responsibilities— Number, Natuiih, 
Extent, etc.? 

aitOIJP REHl’QNBH REMARKS AN1) EXAMPLES 

1, From our boss Doss should train us as wo train 

workmen 

For example, the training of first-line supervisors is a specific responsi- 
bility of tho scoond-lino people. At times, this responsibility is delegated 
to the conference leader, but like any other, can never bo relinquished by 
the individual wlio is primarily accountable. 

2. From knowledge of job obtained Just us we watch our boss handle his 

while in preceding position. responsibilities 

8. In conferences such US this Our bosses hftvo delegated this part 

of their training job to conference 
loader. Similar to plant-school 
training for workmen 

4. Talking with othor foremen Find out how they do their job 

fi. Experience— working on tho job Has limitations of trial-and-enor 

method of learning 

0. From employees Training in reverse 

7. Study practices, instructions, and Includes union agreement, current 
other pertinent information literature on supervision, outside 

materiel, ote. 

Note: Ask conferees how they found out what they ara supposed to do as 
supervisors. In somn instances, there may have been a definite lack of 
comprehensive training. 
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Sample B 

Leader's Outline Job Instructor Training 
Subject— Association of Ideas and Its Relation to Learning 8 
Method of Handling— Inlorniational for 1, 2, and 3 ; Shaped Developmental 
Check of Key Ideas 

MINOR POINTS AND RELATED 
MAJOR POINTS INFORMATION 

J. If questioned, most of us would a. These are only mediums through 
say we learn by hearing, seeing, which learning is achieved, 
studying, reading, original think- !>. For example— how much Tending 
ing, etc. hearing, seeing would be needed 

to learn what TNT iB? Almost 
everyone knows what it is without 
knowing what it looks like. If 
you had never heard or seen an 
explosion could you have any 
picture of what TNT will do? 
c. What chance would you have of 
developing tlm idea of radio 
broadcasting in the mind of an 
African native if you had no 
apparatus or equipment other 
than what is usual in the jungle? 
What would liis mental picture 
be? Vico versa, how could a 
nativo build up in your mind tho 
mental pictures ho has when the 
tom-tom beats? 

2. Before any idea can be gained or a. It inuut be in words that bring 
learned, it must be expressed in up an old idea or ideas that tho 
terms of or tied in with something learner already knows and under- 
tho learner already understands stands. 

and knows. 6. The words used to give the ideas 

to tho learner must moan tho same 
thing to him and tho teacher- 
that is, give tho samo mental 
picture. 

3. We learn by association of new a. Wo learn anything more easily 
ideas with old ideas which we and completely when we have 
already know and understand. more past experience to assouiate 

with, the now idea or condition. 

Key Ideas to Chock for Group Understanding and Acceptance 
Major points— Cheek all throe. 

Minor points aud related iuIonnatiou~2a, 26, others if ncodod, 
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leader’s remarks 
What procedure should 
bo followed when 
handling a griev- 
ance? 


let us look at the first 
step— listening to 

the complaint 
What should our atti- 
tude be toward com- 
plaints? 

If a man came to you 
in a wrought-up state 
of mind, how would 
you handle the con- 
versation? 


Let us consider the sec- 
ond step in handling 
a grievance — What 
is the purpose of in- 
vestigating and re- 
viewing? 

Will this atop hurt a 
man’s feelings? 

Should, wo omit this 
step in tho intcrost.of 
a quick decision ? ‘ 

When should you con- 
sult your supervisor 
before making a deci- 
sion on a grievance? 


Sample C 
Leader’s Outline 
Handling or Grievances 


GROUP RESPONSE 

1. Listen to tho com- 
plaint 

2. Investigate and review 

3. Make decision or rec- 
ommendation 

4. Ask for advice 

5. Carry out decision 


Show willingness to hoar 
and consider 

1. Lot him get it off his 
chest 

2. Got tho story straight 
(ask questions so os to 
have man review 
story) 


8. Discuss — donotarguo 


To verify tho man’s Btory 


Get additional facts 

Review our responsibility 
in tho case at hand 

Not if supervisor is frank 
with tho man 

Prompt handling is im- 
portant but correct de- 
cision rates first 

1. When you need udvico 

2. Ouch tj<m of authority 

3. Question of informa- 
tion, such us interpre- 
tation of working 
practices 

4. Involved oases 


EXPLANATION AND 
SUGGESTIONS 
Receiving tho facts as 
the man sees them 
Checking both sidos of 
the story 


When judgment indi- 
cates 

Taking action when 
necessary 


Listen with an open 
mind 

This gives man a 
chance to cool off 
Develop that to the 
inina of tlio employ go 
with a grievance, all 
his facts ; statements, 
or opinions dcservo 
to bo heard with sin- 
cere interest 
Argument lends to all 
kinds of difficulty, 
Buch as 

Biased opinions 

Determination to 
win the argu- 
ment regardless 
of facts 

Personal bad feel- 

Somo of fiL statements 
may bo based on 
misunderstanding 

Other persons may be 
able to add ideas or 
information 
Tell him you are going 
to investigate and 
why 


When matter is impor- 
tant enough that 
your supervisor may 
want to make sug- 
gestions 

When employees out- 
side your own group 
are involved 
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THE CONFERENCE BETTING 


IMPORTANCE OP PROPER CONFERENCE SETTINGS 

Thera is another aide to conference planning other limn the 
planning of the conference discussion itself and the preparation 
of the leader's outlines. It concerns the conference setting, ■which 
involves many of the physical conveniences as well as the con- 
ference room itself, for the group reactions are going to be affected 
to some degree at least by the surroundings in which the con- 
ference is held. A great deal of good material relative to the 
conference setting is readily available, so in our rather brief 
treatment of the conference sotting wo shall restrict ourselves 
to the basic requirements essential to holding a satisfactory 
conference. 

From our standpoint conferences fall into three general classifi- 
cations so far as the setting is concerned. These are the purely 
training conference, the formal business conference, and the 
day-to-day business conference. Much of what wo shall cover 
in this chapter relates more to tho purely training and formal 
business conference than to the day-to-day business conference 
which is very often conducted on a catch-as-catch-can basis in 
the private office of the leader or one of the group members. It 
is, of course, highly desirable that even the day-to-day business 
conference be conducted in tho proper typo of setting, and many 
businesses and industrial organizations now provide regular con- 
ference rooms for this purpose. It is no longer unusual to find 
excellent conference accommodations and arrangements provided 
for day-to-day business conferences as well as training and formal 
business conferences. The advantages of such an arrangement 
are easily disocmcd, for the very act of isolating tho conference 
from the regular routine of business does much to enhance its 
effectiveness as well as its continuity of procedure. A sufficient 
number of properly arranged and outfitted conference rooms 
should bo provided for the conduct of any business. 

Whenever it is necessary to hold a day-to-day business con- 
ference in the private office of one of the group members, it is 
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most important that arrangements be made to route telephone 
calls and individuals having business with the conferees through 
a secretary or clerk who will keep interruptions to a minimum . 
When such conferences run over an hour or two, the leader should 
be sure to provide a recess period during which important con- 
tacts can be made with the members as well as to give the group 
members a break in the session. 

Conferences are one of the chief means of operation for super- 
visors, superintendents, and executives in or above the second 
line of supervision. As we have pointed out, the sum total of 
their activities consists chiefly of contacting and meeting with 
other supervisors and officials, in an effort to decide upon and 
place in effect the proper policies and procedures as well as to give 
the necessary supervision to the day-to- day running of the busi- 
ness. Failure to provide the proper setting and arrangements 
for day-to-day business conferences does much more to handicap 
the supervisor in the use of one of his chief tools than is realized. 
It is, without doubt, one of the most wasteful and uneconomical 
procedures encountered in modern business. There is seldom 
any question raised as to providing the proper tools for the pro- 
ductive employees to carry on their crafts, for the necessity of 
such things cannot help being realized because of their physical 
nature and their direct requirement in production. The more 
abstract, intangible tools of the supervisor and official are just as 
important and in many ways oven more important owing to the 
controlling and far-rcaching effects they have on the conduct of 
the business. 


THE CONFERENCE ROOM 

When conference rooms are provided, care should be taken to 
supply an entrance office for tho use of the secretary or clerk 
whose job it will bo to act as traffic cop with respect to telephone 
calls and people seeking to contact the conferees. Wherever 
suites of conference rooms arc sot up, it is possible so to arrange 
them that one secretary can caro for two or three conferences. 
The time devoted to acting as secretary need not be lost from 
active production, since tho individual can spend his time doing 
routine clerical work ox other productive assignments that can be 
readily relocated to tho conference anteroom. In most instances, 
typing work is not desirable because it tends to provide a back- 
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ground noise level for the conference unless the doors and parti- 
tions are particularly well constructed. 

Conference rooms should be well lighted and ventilated and the 
heat regulated so as to make the room comfortable but not warm 
to the point of drowsiness. In training conferences and formal 
business conferences one of the group members should bo assigned 
the job of seeing that the light, heat, and ventilation are properly 
adjusted at all times. The conference table and the chairs 
about it should be so placed as to eliminate the chance of direct 
glare from the sun or outside light shining directly in the eyes of 
the conferees or the conference loader or on the easel or board 
upon which written material is presented. Failure to observe 
these rules is bound to result in continued drain upon the energy 
and the attentiveness of the group. 

Conference rooms must be so chosen and located that no noise 
or outside distractions will destroy the group’s ability to con- 
centrate on the problems at hand. All too often in the past 
have conference rooms been provided in locations where the noiBe 
of production operations, passing traffic both internal and 
external to the building, and other sources of noise have prevented 
satisfactory conference operation. 

CONFERENCE-ROOM FURNISHINGS AND EQUIPMENT 

One of the failings most often noted in Betting up conference 
rooms and arrangements lies in the provision of a conference 
table that is too narrow for its length. A conference table should 
always be wide enough to permit group members to see the leader, 
their associates, and the easel. A narrow conference table gives 
a cramped feeling, obstructs the view of the group members, 
and leads to constant shifting of positions and flagging interest. 
Conference tables should be six feet in width; many supply firms 
now provide center pedestal tables six feet square equipped with 
interlocking wedges so that they may be joined together to form 
a conference table of any desired length. The advantages of 
center pedestal tables arc more than obvious to anyone who has 
ever attended a conference and been unfortunate enough to 
occupy a position where ho had to ride table legs like a tired 
jockey. Conference chairs should not bo so comfortable as to 
inspire recurring attacks of executive complex; at the same time, 
they must not be so hard and straight that they produce the first 
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symptoms of rigor mortis in the conferees. They should be 
provided with arm rests and the backs should be comfortable and 
inclined slightly to the rear. The seats and the backs should be 
adequately upholstered for comfort but not approach an over- 
stuffed condition. The leader’s chair should be light enough bo 
that it can be easily and readily moved by the leader during the 
session as he finds it necessary to write upon the board. 

It is, of course, essential that a sturdy, well-built easel be pro- 
vided to hold the large three- by five-foot sheets of paper used by 
the leader during the discussion. Such an easel should have a 
satisfactory bearing board for the paper to rest upon and ade- 
quate clamping devices including a holding metal or wood strip 
at the top of the board. An easel is easily built as au A-type 
frame with the legs to which the front hoard is attached inclined 
bo as to make an angle of about eighty degrees with the floor. A 
suitablo tray to hold the crayons, the pointer, and a straightedge 
for drawing must be provided at the bottom of the bearing board. 

Thermos jugs and sanitary paper-cup containers placed at 
satisfactory intervals along the conference table are to be pre- 
ferred over placing them on side tables or using water coolers, 
since the group is not continually interrupted by the necessity for 
moving to secure a little water to ease a dry throat. 

Present-day training and formal business conferences make a 
great deal of use of visual aids such as slide projectors, sound 
slide film machines and motion-picture projectors. A well- 
equipped conference room provides outlets for them as well as 
satisfactory equipment tables and screens. In arranging for 
conferences requiring tho use of visual aids, it is sensiblo to make 
arrangements for machine operators well in advance of the con- 
ference and to require a check of equipment and a preliminary 
test showing of the films prior to the start of the day’s session. 
As a safeguard to the satisfactory presentation of visual aids, 
spare projector tubes and bulbs should be provided so that the 
showing will not bo interrupted in tho event that they should 
bum out. 

AVAILABILITY AND ADEQUACY OP CONFERENCE SUPPLIES 

Conference supplies should never be neglected, for a lack of 
them forms a source of petty annoyance to both the leader and 
the group members. Notebooks, papor, pencils, erasers, and 
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fountain-pen ink should be available. The leader Bhould see that 
all necessary reference material pertaining to subjects to be 
discussed is available on a Bide tabic and, for formal business 
conferences, such company instructions and job practices aB 
might be needed. In training conferences, he Bhould make sure 
that reference books and text material are available. The 
material that he intends to distribute should be properly assem- 
bled. As a general rule it is not wise to distribute written 
material in advance of its consideration by the conference group. 
Consequently, it is often deairablo to distribute the material at 
the end of the sessions covering particular conference subjects 
(major objectives). 

Charts that the leader plans to use should be prepared in 
advance so that ho docs not have to take the time to draw t.hm n 
upon tho board as he requires them. Very often, the leader 
provides a second easel holding the charts properly arranged 
and numbered. A cover sheet should be supplied for this easel 
so that it will not form a distraction for the group. When the 
charts are not in use, the best practice is to turn them all to the 
front of the easel allowing tho cover sheet to blank them out. 
When they are properly numbered in the lower left-hand comer, 
the leader can readily find any chart ho desires and turn those 
preceding it over tho top of tho. easel with little delay. 

One type of conference supply essential to the success of the 
average formal business conference is cigars, cigarettes, and pipe 
tobacco, which appear to bo practically indispensable conference 
aids to the average businessman. Although they are provided 
for the formal business conference and, in some instances, the 
training conference, the participants in the average day-to- 
day business conference soon learn to come to the conference 
self-supplied. 

RECORDING OF CONFERENCE HIGH LIGHTS 

The need for a secretary to control the traffic to the conference 
room was touched upon in the introduction to this ohapter. 
Such a secretary docs not play a part in the actual conference 
itself. It iB highly desirable, that, in formal business conferences, 
some provision be made for recording those sections of the con- 
ference discussions which should become a record of tho meeting. 
The conferees should carry away with them a r6sum6 of the 
decisions reached as well os an outline of pertinent sections of the 
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more important discussions. As has been pointed out previ- 
ously, many times we loosely use the word "conference” to cover 
relatively largo gatherings of thirty to a hundred people. In 
such meetings it is obviously impossible to provide for the com- 
plete interchange of ideas and reactions necessary to attaining 
reasonable expectancy of group understanding and acceptance. 
Such a meeting more nearly falls somewhere between a Type 2 
meeting in which information is given and opinions requested 
and a very woak form of a Typo 3 Informational conference. 
Occasionally, there may even be small sections of the meeting 
which take on some of the characteristics of a Developmental 
discussion, although they never can be truly characteristic of a 
Developmental conference type of meeting, primarily because of 
the size of the group. In such conferences a largo part of the time 
is usually devoted to having officials and special authorities give 
informational talks followed by some group discussion. Usually 
most of the conferees, if they can be so called, divide their atten- 
tion between thoughtful consideration of the subject material 
and hurried attempts to make notes as to the more important 
points made. It is highly important, in so-called "conferences” 
of this type, not only to distribute material at the end of each 
discussion covering what was presented but also to provide a 
recording secretary or stenotypist who can make a record of the 
pertinent parts of the discussion. It rests with the leader to 
indicate when such a record should bo made; at times it may be 
necessary to ask for clarification and repetition so that it can be 
properly recorded. Only through such a procedure is it possible 
for the members of the meeting to realize its full value for 
attempting to make notes and to give thoughtful consideration 
at the same time usually results in accomplishing neither one 
satisfactorily. 

In day-to-day business conferences, the leader should assign 
one of the members to mako a record of the points covered and 
the decisions reached with respect to them. This rocordshould 
be transcribed following tho conference and oopies sent to each 
participant. 

SUPPLEMENTAL CONFERENCE ARRANGEMENTS, 
SCHEDULES, AND VISITORS 

Among the other conference arrangements that a leader should 
not neglect to provide, we find such things as greeting the con- 
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fereea upon their arrival and introducing them to those whom 
they do not know, making hotel reservations, and securing 
railroad tickets and accommodations. It is also advisable to 
provide facilities for cashing checks and making telephone calls. 
Many existing books treat this phase of arrangements most 
thoroughly. 

Very often an over-all conference will consist of a series of 
several meetings or conferences extending over a period of days. 
This is particularly true of formal business conferences, where 
the group participating in the different discussions may vary 
from discussion to discussion and from day to day. In such 
instances the leader must set up a reasonably exact schedule of 
participation and provide for the notification of the group mem- 
bers so that their arrival will be timed properly with the con- 
ference sessions. A schedule should also be provided for training 
conferences that last for one or two weeks. In addition, in any 
type of conference, it is quite often neceasary to call for the short- 
time attendance of specialists and authorities who make their 
contribution to the conference and then retire, since they take 
no part in the conference procedure itself. Such arrangements 
should be clean-cut; the specialist participants should be saved 
the embarrassment of trying to determine for themselves just 
when they have completed their contribution and their services 
are no longer required. Sometimes it is possible to make these 
periods coincide with natural recesses or breaks in the conference 
procedure. Where this cannot bo done, it is the leader's responsi- 
bility to indicate when the services of the specialist have been 
completed and to thank him for his contribution. Failure to 
carry out such a procedure in a tactful, helpful way only leads 
to embarrassment for all concorned. 

The visits of "brass hats" and high company officials who are 
not going to participate in the conference as conference members 
nor take over the conduct of the conference must, of course, be 
similarly scheduled in accordance with understandings reached 
with them prior to the start of the conference series. There will 
occasionally be circumstances under which the official involved 
will not be able to coordinate his other business with the con- 
ference schedule as planned. Under such conditions, the courte- 
ous and safe procedure is to extend the privilege of attending at 
his convenience. However, when he arrives the leader should 
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be careful to terminate the conference session as such and to mak 
all-round personal introductions of the group members when 
necessary. The wise conference loader will, whenever possible, 
provide for the brief attendance of executives and officials since 
it automatically gives the conferees a feeling of support and 
cooperation on the part of higher management. In many 
instances those officials directly concerned with the phase of the 
business under consideration will participate in certain parts of 
the group discussions or take over the conference for certain 
sections of the session. In purely training conferences much is 
to he gained through providing for scheduled visits of hi e W 
officials, although the number should not be so great as to inter- 
fere with the conference sessions attaining the objectives. It 
cannot help giving the conferees a feeling that management is 
baok of both the conference and its objective. 

THE SETTINGS FOR THE HAY-TO-DAY BUSINESS CONFERENCE 

Our discussion of conference settings has its widest application, 
as we have said, in the purely training and formal business type 
of conference. Since by far the greatest number of conferences 
conducted in business and industry arc of the day-to-day business 
conference nature, we must keep in mind that often it will be 
necessary to approximate the ideal condition insofar as possible. 
One thing that should not bo neglected, however, is the provision 
of a light and sturdy type of portable easel and board which can 
be set up in a private office for use in daily business conferences. 
Such easels and bearing boards arc of the same general construc- 
tion as the largo ones provided in conference rooms but use 
smaller size paper. A three- by three-foot size is highly satis- 
factory for portable easels. The provision of these easels, paper, 
crayons, and pointers makes it natural for the day-to-day busi- 
ness conference leader to record the pertinent points un der 
discussion and the variations in the group discussion as well os 
the summation of the conclusion reached. 

When private offices are used for day-to-day business con- 
ferences, it is difficult to restrict the number of interruptions to 
the same degree as is possible in a regular conference room setup. 
However, there is seldom any reason why a secretary or clerk 
cannot handle and control all the telephone and other traffic 
directed towards the conference group while they are in session. 



216 CONFERENCE LEADERSHIP IN BUSINESS AND INDUSTRY 

It is seldom possible to effect much control over the sources of 
outside distraction, such as traffic both outside and inside the 
building or the noise incident to productive work operations in 
the eatch-as-catch-can day-to-day business conference. Through 
rearrangement and reassignment it may be possible sometimes 
for the leader to reduce the annoyance duo to productive work 
operations. 

Conference settings are important to the success of the con- 
ference and the leader should not fail to do everything within his 
power to provide the beat conference setting available under the 
circumstances in which he finds himself. Although many of the 
distractions, if neglected, only become petty annoyances to both 
the leader and the group, their cumulative effect over a period of 
time can be suoh aa to decrease greatly the effectiveness of the 
whole discussion. 
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CONFERENCE LEADERSHIP 
TRAINING PROGRAMS 


adjustment op leadership training 

TO THE NEEDS OF VARIOUS SUPERVISORY LEVELS 

Now that our study of conference leadership methods and 
techniques has been completed, we would be most impractical 
if we failed to organize the material into possible conference 
leadership training programs designed to put the principles into 
everyday use in business and industry. Previous chapters in 
this book have covered the various phases of conference leader- 
ship in detail. Each move and motive have been examined from 
the standpoint of supplying all that it is desirable for a conference 
leader to know and, in particular, what is necessary for those who 
are to train others in conference leadership. 

Common sense tells us that, although ideally everyone who 
uses conference leadership should master all the principles and 
practices, the practical operation of a business organization will 
demand that each foreman, supervisor, superintendent, and 
executive be given only what he needs. Thus the foreman and 
first-line supervisor concerned chiefly with the handling of pro- 
ductive workers will require a streamlined version of conference 
leadership suited to their needs. The time spent on methods 
and procedures will bo reduced to a minimum while much stress 
will be laid on actual trial practice loading sessions supplemented 
by follow-up assistance after the return to the job. When we 
go the second level of supervision and higher in the organization, 
we find that the jobs consist chiefly of dealing with other levels 
of supervision rather than handling actual productive workers. 
The activities of these executives are largely made up of a con- 
tinuing series of contacts, with a large number of day-to-day 
business conferences included. Those men need a more complete 
training in conference leadership methods and motives than the 
first-line supervisor, together with actual practice sessions in 
leading apd supplemented by follow-up assistance upon their 
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return to the job. Although the nature of their day-to-day work 
requires a more extensive knowledge of conference leadership 
than the first-line supervisor, they still do not require the detailed 
information necessary to the key leader who gives them their 
training. The full and complete detailed training in conference 
leadership methods, motives, and analysis iB, of necessity 
required by tho key conference leaders who conduct the con- 
ference leadership training conferences for the other two groups. 
In addition to these three different types of conference leadership 
training programs that equip those taking them to put leadership 
in actual practice, it is often necessary to provide for hi E hA T 
executives a brief appreciation of conference leading tha t does 
not equip for leadership. Its purpose is to give what might be 
termed a "Cook’s tour" appreciation of what conference leader- 
ship includes and docs. This usually requires about three or 
four hours' time. Through its use higher executives can be 
acquainted with the content of a proposed program bo that they 
can decide whether or not they wish to place conference leader- 
ship training in effect. One of its chief advantages lies in the 
fact that it gives higher executives an understanding of the 
principles involved so that they can consciously cooperate with 
other levels of supervision who aro putting them into practice. 
In the “Cook’s tour" typo of appreciation, no actual practice 
con be given; however, it is often wise to conduct a brief demon- 
stration discussion of a closely shaped nature, using the executives 
themselves as a conference group. 

THE FIVE STEPS IN 

PLANNING CONFERENCE LEADERSHIP TRAINING PROGRAMS 

Before we proeeed with the detailed development of the four 
types of conference leadership training programs mentioned 
above, wo should consider the steps necessary to planning the 
over-all conference leadership training for a business or industrial 
organization. The problems of the small individual business and 
the large, nationwide industrial organization are basically the 
same, differing for the most part in tho numbers involved and the 
scope of the program, Thus where tho conference leadership 
training needs of the small individual business could be readily 
mot by a single trained leader who would do such training as was 
required under ail four of the types mentioned above, a large 
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industrial organization would require one or more highly trained 
key leaders at different points over the country. Furthermore, 
the large organization might find it desirable to provide confer^ 
ence leadership training on a continuing basis at different levels 
of the organization by training certain well-suited supervisors to 
conduct training conferences on an as-required basis, rotating 
the assignment among them. 

The first step in the provision of conference leadership tr aining 
is to sell suoh a project to the executives whose approval is 
required. The " Cook’s tour ” type of appreciation of conference 
leadership is most useful in this connection and is readily supple- 
mented by providing a copy of “Conference Leadership in Busi- 
ness and Industry” for those who wish to investigate the Bubject 
more fully. Assuming that the necessary approvals have been 
obtained, there are five major steps in setting up an over-all 
project of conference leadership training. These are 

1. The provision of trained conference leaders to conduct the 
leadership training conferences. 

2. The organization of a continuing program of leadership 
training for first-line supervisors and those in or above the second 
level of supervision. 

3. Follow-up checks and assistance in applying leadership on 
the job. 

4. Brief refresher training after six to twelve months. 

6. Continuing observations, checks, and assistance through 
normal lines of organization and supervision. 

THE PROVISION OF KEY CONFERENCE LEADERS 

In order to provide trained key conference leaders to conduct 
the conferences for training supervisors in leadership, it is desir- 
able to give thorn the full, complete leadership training. This 
usually requires about two weeks’ (ten days’) time for a group of 
from eight to twelve. The maximum number that can be 
handled effectively is twelve, while less than eight makes it 
difficult to hold satisfactory practice leading sessions. In a later 
section of this chapter, the complete two wcoks’ program is set up 
and discussed at some length. 

Some independent businesses would usually find it uneco- 
nomical and unnecessary to provide more than one or two men 
, "with the full, complete training and, in some cases, these men 
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would actually do all the leadership training for the organization. 
In such cases, it might be necessary for the men selected to obtain 
their training through any local agencies which might supply 
such training or colleges or universities doing extension work of 
this nature. It is quite possible for a well-equipped training 
director or supervisor to develop the necessary techniques him- 
self after a thorough study of the principles involved since he has 
the necessary background of training and supervisory experience. 

continuing leadership training 

FOR ALL SUPERVISORY LEVELS 

Conference leadership training programs for first-line super- 
visors may be set up on either a three-day limited program basis, 
where only one round of practice leading sessions is provided, 
following a minimum treatment of methods and theory, or on 
the five-day program plan. When the three-day program is used, 
the field follow-ups and cheeks that take place after the first-line 
supervisors have put into practice the leadership principles in 
their day-to-day conferences and dealings with their employees 
constitute the means for rounding out their training. This is 
often a most satisfactory plan since it docs not load them up with 
too much beyond what they need in the way of methods and 
practices before they apply it in a practical way. As a general 
rule, first-line supervisors and foremen are not so constituted as 
to react readily to too detailed a study of methods and techniques 
prior to actual use on their day-to-day jobs. 

Many organizations will find it suits their practices and setup 
better to provide the first-line supervisors and foremen with the 
same type of five-day program as is given the supervisors and 
superintendents above the first line. This is particularly true 
in businesses and industries in which first-line supervisors and 
foremen are more highly and technically trained than in those in 
which they do not make much use of the more technical or paper 
skills. Within the same organization, it is quite possible that 
first-line supervisors and foremen who handle construction or 
craftsmen will require the threo-day program while other first- 
line supervisors handling technical groups which do work more of 
a mental than a manual nature will need the same five-day 
program as second-line supervisors and administrative and 
executive officials. 
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The bulk of conference leadership training will be given to 
the levels of supervision at the first line and above since the brief 
appreciation (Cook’s tour) and the two weeks’ full training are 
given to relatively small groups. A program of this nature must, 
of necessity, be set up on a continuing basis in order to provide 
conference leadership for newly created supervisors. However, 
the load is heaviest during the initial phases of the program when 
all existing supervisors are being given the training. After this 
group has received its basic training, the continuing activities 
consist of training new supervisors and giving brief refresher 
training to those who require it. Both the three- and five-day 
programs are outlined in detail in this chapter. 

ON-THE-JOB FOLLOW-tJP CHECKS AND ASSISTANCE 

No training program can be really successful unless it provides 
for some type of follow-up of those trained after they return to 
the job and put the principles learned into actual practice. This 
not only tends to ensure the principles being put into practice 
but ako provides those trained with assistance at exactly the 
right time, since most of us encounter problems that may cause 
a little difficulty. If, after a period of two to four months has 
elapsed, an opportunity is provided for the trainee to discuss Mb 
experiences with a key leader, many of his difficulties will be 
ironed out. Of course, much incidental assistance canbegivenby 
supervisors and superintendents to whom the supervisors con- 
cerned report if they, too, havo had the training. It is always 
essential for the success of any program for the supervision up 
the line to have had either the same training or at least an appre- 
ciation of it so that the necessary assistance and cooperation can 
be given. The actual, practical use of conference leadership 
material on the day-to-day job is what really counts for it'is there 
that the results desired can bo accomplished. It is in his day-to- 
day business conferences that the average supervisor will build up 
and gain his skill in conference leadership methods, using the 
material he obtained in the training conference as his foundation. 

REFRESHER TRAINING SESSIONS 

Refresher training conferences of three days’ duration are 
found to be most helpful for first-line supervisors after they havo 
been using the material for no less than three to Bix months. 
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This gives them a chance to review what was taught them in the 
light of their experience as well as to get a little more detailed 
insight into the motives and methods of conference leadership 
than was possible in their original training conference. Actually 
it is Step IV in the Normal Thought Process in which the final 
conclusion is attained. Another way of putting it is that it 
serves as a Step IV Test, in the teaching-learning process as the 
practice sessions conducted in the refresher training conference 
are a much more illuminating and fair test of how well conference 
leadership has been learned than the practice sessions in the 
original training conference when the men have just been given 
tlieir first introduction to conference leadership. 

CONTINtTING OBSERVATIONS, CHECKS, AND ASSISTANCE 
VIA NORMAL LINES OF ORGANIZATION 

It is surprising how well training of any kind is maintained and 
kept up to high standards when all levels of supervision have been 
let in on it. At best, success has sometimes been difficult because 
higher levels of supervision were not given the same training, or 
at least an appreciation of it, as was given to lower levels of 
supervision. As a result, they did not talk the same language 
and the higher levels of supervision unwittingly counteracted 
many of the desirable features of the training. Conference 
leadership training is no different in this respect; unless bigW 
levels of supervision put the same rules into practice and under- 
stand and are sympathetic: to them, the supervisors reporting to 
them will not be in a position to make effective use of wliat they 
have learned. Furthermore, when a supervisor knows that his 
boss has been given the same training, he tends to go to him with 
his problems in conference leadership in the same way that he 
would go to him in connection with any of his other problems. 
Only through such observations, checks, and assistance can train- 
ing bo made firm and worth-while. The problem is really no 
different from that in the productive groups where the working 
supervisors and the foremen train their men and must, of neces- 
sity, know the job in order to do the training and thou make the 
necessary day-to-day observations and give retraining assistance. 

Now that wc have reviewed, in a brief way, the various steps 
in setting up conference leadership programs, we are ready to 
consider in detail the scope, mako-up, and content of each of the 
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four programs. Let us turn our attention first to the f ull , com- 
plete two weeks’ training required by the key leaders who train 
conference leaders to conduct the actual supervisory leadership 
training programs. Both the key leaders who train the con- 
ference leaders and the conference leaders themselves should have 
the full, two weeks' training wherever possible, although a satis- 
factory job can sometimes bo done by giving the conference 
leaders who conduct the training of supervisors the same five-day 
program as is used for lovcls of supervision above the first line. 

TRAINING OP KEY CONFERENCE LEADERS— 
TWO-WEEK PROGRAM 

This program is intended to give an exhaustive, detailed study 
and analysis of conference leadership methods and techniques 
and sufficient actual practice in conference leadership to enable 
key leaders to train other leaders and to provide those leaders 
with the necessary background to conduct leadership training 
conferences for supervisory personnel of all levels. Its scope 
is such that it includes all tho methods and motives covered in 
"Conference Leadership in Business and Industry,” for these 
leaders must have a wide knowledgo and perspective whioh 
reaches far beyond that required by those whom they will train. 

The two weeks' period covered by the training conference is 
divided between theory and practice in such a manner as to 
provide approximately three to four days' study of methods with 
the remaining four to five days devoted to actual practice 
leadership sessions. Tho distribution of time between these 
two phases of conference leadership training will depend largely 
upon the type of group and its previous background and experi- 
ence in conference leadership. In cases where experienced 
conference leaders are being trained as key leaders, a full four 
days would be spent on methods, theory, and motives. When 
inexperienced men are receiving their initial training to conduct 
leadership training conferences, three days are devoted to 
methods. This permits devoting more time to practice leader- 
ship, with the idea that additional training in methods and 
motives can bo given on a follow-up or rofrosher basis after they 
have conducted their first few conferences. As is the case in 
learning any skill, either mental or manual, conference leading 
oan never bo successfully taught without provision for actual 
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practice sessions during which the new leader can tiy out the 
methods and principles involved under guidance and receive 
the help necessary to fitting him for his own unsupervised use 
of the material. 

The only natural means for transmitting conference leadership 
training to a group is through the conference method itself. 
It will be necessary for the leader to prepare his own conference 
outlines, setting up his major objectives and subjects and 
breaking them down into minor objectives, lining the material 
in tho various chapters in this book as background from which 
to draw his outlines. Since a good portion of the material to 
be covered is new information upon which most of the group 
members will be in Zone C or at best in Zone B, most of the 
major objectives and their minora will have to be handled on an 
Informational conference discussion basis. There are a reason- 
able number which can be handled on a Shaped Developmental 
basis and it is wise to select a few for Purely Developmental 
handling. Such a procedure gains the necessary economy of 
time and does nob try to develop items upon which the group 
has little or no Zone A information. By providing Shaped 
Developmental handling for approximately one-fourth of the 
major objectives and Purely Developmental handling for a 
selected few, the leader can use all three specific discussion 
processes in carrying on the leader training conference. This 
will enable him to recall various situations and how he handled 
them and to refer to them during the conference itself as illustra- 
tions. It is only natural that quite a few of tho major objectives 
will be given a straight Informational conference discussion 
process as a result of the material to be handled and the time 
feature involved. 

In a training conference, it is necessary to present the material 
in an order that will fit a teaching sequence rather than as it is 
presented in this book. In fact, the presentation of the methods 
and theory material is interrupted after the fundamental prin- 
ciples have been given in order to provido brief practice sessions 
for the group members before proceeding to the more involved 
principles. In addition to enabling tho conferees to fix what 
they have learned of fundamentals by doing, this procedure also 
breaks up the theory section into two parts and giveB variety 
and added interest to the conference sessions. 
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Following the round of brief practice sessions, the remainder of 
the methods and theory material is covered and then the group 
devotes the rest of its time to practice conference leading sessions 
supplemented by constructive discussion following each trial. 
Enough time is provided for each of the group members to 
oonduct two of these practice sessions, one of which should 
always be a Shaped Developmental discussion, with the other 
an Informational or Purely Developmental discussion depending 
upon the aptitudes and needs of the individual conferee. 

The conference leader should conduct a brief demonstration 
conference discussion prior to the practice sessions, since effective 
teaching requires that the teacher take upon himself the load 
of showing as well as telling how it is done. Failure to do this 
violates all the principles of tho teaching-learning process. 

During the final two rounds of conference leadership practice 
sessions, adequate use of flow diagrams and checks of quality of 
discussion should bo made in accordance with Chap. XIII. 
Two practice rounds are used since, during his first trial, the new 
leader must allow the strain and newness to wear off; in the 
second round, he will bo able to proceed on a more normal basis 
and to correct any tendency toward wrong practices that he 
may have displayed during the first practice session. 

In order that we may gain a true picture of the rearrangement 
of the various chapters in this book for training conference use, 
they have been listed below, with notations as to the points at 
which the practice leading sessions occur. A sample schedule 
is provided which organizes tho material by days and hours within 
the two-week period. 

Training Conference Sequence of Conference 
Leadership Material 

Introduction to conference leadership, its purpose, and its 
uses. 

Chap. I. Conference Leading and Its Everyday Business 
Applications. 

Chap. II. Meetings and Conferences Defined. 

Chap. III. The N ormal Thought Process and How We Learn. 

Chap. IV. The General Conference Process. 

Chap. VI. The Basic Typos of Discussions and Discussion 
Operation, 
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Chap. V. The Fundamentals of Leadership Technique and 
Our Involuntary Mental Reactions. 

Chap. IX. Questions and Their Use in Conference L eading. 
Brief demonstration of conference leading by the leader. 

One round of fifteen-minute practice sessions on general 
subjects applying the General Conference Process. Limited 
discussion of practice sessions without the use of flow diagrams 
and quality checks of discussion. 

Chap. VII. The Three Specific Conference Discussion 
Processes. 

Chap. VIII. Hints on Handling the Steps in the Conference 
Process. 

i Chap. X. Characteristics of Individuals as an Aid to G uiding 
Conference Discussions. 

Chap. XI. Situations and Problems in Conference Leading. 


Schedule von Two-week Thaininq 
First Week 


Time 

First day 

Second day 

Third day ! 

Fourth day 

Fifth day 

0:00 a.m. 
to 

10:30 a.m, 

Introduc- 
tion 
Chap. I 

Chap. VI 
and 

discussion 

Practice 
leading anti 
discussion 

Chap. VIII 
and 

discussion 

Chap. XIII 
and 

discussion 

Recess 

Recess 

Recess 

Recess 

Recess 

ReoesB 

10:45 a.m. 
to 

12:00 m 

Chap. II 
and 

discussion 

Chap. V 
and 

discussion 

Practice 
loading and 
discussion 

Chap. X 
and 

discussion 

Chap. XIV 
and 

discussion 

Lunch 

Lunch 

Lunch 

Lunch 

Lunch 

Lunoh 

1:00 f.m. 
to 

3:00 f.m. 

Chap. Ill 
and 

discussion 

Chap. IX 
and 

discussion 

Practice 
leading and 
discussion 

Chap. XI 
and 

discussion 

Chnp.XVm 

and 

diBOuasion 

Recess 

Recess 

Recess 

Recess 

Recess 

Recess 

3:15 f.m, 
to 

6:00 f.m. 

Chap. IV 
and 

discussion 

Demonstra- 
tion by 
leader and 
practice 
loading 

Chap. VII 
and 

discussion 

Chap. XII 
and 

discussion 

Demonstra- 
tion by 
leader and 
discussion 
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Chap. XII. Desirable Traits and Characteristics of a Confer- 
ence Leader. 

Chap. XIII. Discuasion Control and Guidance. 

Chap. XIV. Conference Discussion Planning. 

Chap. XVIII. Some Do’s and Don’ts for the Leader. 

Demonstration by leader of one of the three specific conference 
discuasion processes. 

Two complete rounds of practice leading sessions applying the 
three specific conference processes. These rounds are supple- 
mented by discussions baaed upon the flow diagrams and quality 
of discussion checks. 

Chap. XVII. Women and the Conference. 

Chap. XV. The Conference Setting. 

Chap. XVI. Leader Training Programs in Business and 
Industry. 


Pboqham in Conference LEAnEHHnir 

Second Week 


Tima 

Sixth day 

Seventh day 

Eighth day 

Ninth day 

Tenth day 

0:00 a.m. 
to 

10:30 a.m. 

Practice 
leading and 
discussion 

Practice 
leading and 
discussion 

Practice 
leading aiul 
discussion 

Practice 
leading and 
discussion 

Practice 
loading and 
discuasion 

Recces 

Recess 

Recess 

Recess 

Recess 

Recess 

10:45 a.m. 
to 

12:00 m. 

Practice 
leading and 
discuasion 

Practice 
lending and 
discussion 

Practice 
lending and 
discussion 

Practice 
leading and 
discussion 

Chap. XVII 
and 

discussion. 

Lunch 

Lunch 

Lunch 

Lunch 

Lunch 

Lunch 

1:00 p.m. 
to 

3:00 r.M. 

Practice 
leading and 
discussion 

Practice 
leading and 
discussion 

Practice 
leading and 
discussion 

Practice 
leading and 
discussion 

Chap. XV 
and 

Chap. XVI 

Recess 

Recess 

Recess 

Recess 

Recess 

Recess 

3:15 p.m. 
to 

5:00 p.m. 

Practice 
loading and 
discussion 

Practice 
leading and 
discussion 

Practice 
leading and 
discussion 

Practice 
leading and 
discussion 

Discussion 

and 

conclusion 
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FIVE-DAY TRAINING PROGRAM IN CONFERENCE LEADERSHIP 
FOR SUPERVISORY LEVELS ABOVE THE FIRST-LINE 

The five-day training program in conference leadership is 
designed primarily to meet the needs of second-line supervisors 
and those above that level. It is in these levels that a broader 
knowledge of the methods and motives of conference leadership 
is required than is the case for the first-line supervisors and 
foremen whose training is covered in the three-day program 
which follows. In the higher levels of supervision, a greater 
percentage of time is devoted to conducting and participa tin g 
in day-to-day business conferences than is true of the first- line 
supervisor who directs the activities of productive employees. 
Although more knowledge of conference leading te chni ques is 
necessary than for the first-lino supervisor, this group does not 
require os detailed a Btudy as the key conference leaders and 
the leaders who conduct the five-day training conferences. 

The five-day program docs not include the material in this book 
intended chiefly for the key leaders and the leaders conducting 
training conferences. In addition, less emphasis and time are 
given to certain of the items which are retained. As in the full 
two weeks’ key leader training, the five days are divided between 
conference discussions of the methods and theory and actual 
practice leading sessions. The actual practice leading sessions 
are just as vital as in the training of key leaders; as the time 
devoted to the study of methods and motives is reduced, the 
importance of actual firsthand practice rises. This is a natural 
result of the added need for learning through doing where 
conference leadership is used as a working tool by a supervisor, 
superintendent, or executive rather than as a training device. 
What sells the average supervisor on the value of conference 
leadership is the actual demonstration of its practical use com- 
bined with the feel of doing it and the sense of achievement that 
goes with it. No business is conducted purely for the purpose 
of holding conferences. The real value of the study and applies 
tion of conference leadership principles lies only in its ability 
to contribute to the economical, effective conduct of the business. 
It must show results in terms of time, effort, and money. As in 
the two weeks' training program, the theory and methods section 
of the five-day program should bo handled on a conference basis 
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ffith the Informational conference discussion predominating. 
A fair proportion of the discussion will again be Shaped Develop- 
mental and some of the major objectives should bo handled by 
the Purely Developmental process. It is important that the 
handling given the various major objectives be consistent with 
the principles of conference technique that we have built 
up. 

A E <i.i-n we must not neglect the fundamental principle of putting 
what we have learned into actual practice as soon as sufficient 
knowledge of the rules has been attained. Therefore, in the 
five-day program provision is made for a round of fifteen- or 
twenty-minute practice leading sessions following the completion 
of the General Conference Process and the material which 
precedes it. It is just as important as before that the leader 
give a brief demonstration prior to the start of the practice 
sessions. 

Following the brief practice sessions, which make no mention 
of the specific conference processes but apply only the General 
Conference Process, the remainder of the methods and theory 
material is completed. Tho rest of the time in the five-day 
program is dovoted to practice leadership sessions followed by 
discussions. In these practice rounds the specific conference 
processes are used. Tho training-conference loader makes only 
such use of the flow diagrams and quality chocks of discussion 
as is necessary to provide for effective treatment of the practice 
sessions. In the five-day program, there may not always be time 
enough for all twelve members of the group to complete two prac- 
tice leading sessions using the specific conference discussion 
processes. As a result, the loader must reserve such second turns 
as are available for those members of the group who show the 
least aptitude or the highest degree of perturbation. 

Approximately one and a half to two days’ time is devoted to 
the methods and theory section of the five-day conference 
leadership training, with the remaining tliree to three and a half 
days being used for the brief practice sessions and the final 
rounds of conference leadership trials. As has been outlined 
above, tho conference leading methods material and the practice 
leading sessions are interwoven in the following manner: 

1. Preliminary treatment of conference leadership methods 
and theory. 
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2. Brief demonstration by the leader using the General 
Conference Process. 

3. One round of brief (fifteen to twenty minutes) practice 
leading sessions based on fundamental methods and the General 
Conference Process. 

4. Completion of conference discussions of methods and theory. 

8. Pinal conference leading practice sessions using the specifio 

conference discussion processes. 

6. Conference conclusion. 

Training Conference Sequence of Conference 
Leadership Material 

Introduction to conference leadership truining program. 

Chap. I. Conference Leading and its Everyday Business 
Applications. 

Chap. II. Meetings and Conferences Defined. 

Chap. III. The Normal Thought Process and IIow Wo Learn, 

Chap. IV. The General Conference Process. 

Chap. VI. The Basic Types of Discussions and Discussion 
Operation. 

Chap. V. The Fundamentals of Leadership Technique and 
Our Involuntary Mental Reactions. 

Chap. IX. Questions and Their Use in Conference Leading. 

Brief demonstration of conference leading by the leader. 

One round of fifteen-minute practice sessions using the General 
Conference Process. 

Chap. VII. The Three Specific Conference Discussion 
Processes. 

Chap. VIII. Hints on Handling the Steps in the Conference 
Process. 

Chap. X. Characteristics of Individuals As an Aid to Guiding 
Conference Discussions (selected items only). 

Chap. XI. Situations and Problems in Conference Leading 
(selected items only). 

Chap. XII. Desirable Traits and Characteristics of a Con- 
ference Loader (selected items only). 

Chap, XVIII, Some Do’s and Don’ts for the Leader. 

Chap. XIII. Discussion Control and Guidance (appreciation 
only). 
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Chap. XIV. Conference Discussion Planning (selected items 
only). _ 

Demonstration of Shaped Developmental discussion process by 
leader. 

Practice rounds of leadership using specific conference dis- 
cussion methods. 

Conclusion including Women and the Conference and brief 
remarks relative to conference settings. 


Schedule for Five-day Training Program in Conference Leadership 


Time 

First day 

Second day 

Third day 

Fourth day 

Fifth day 

9:00 a.m. 
to 

10:30 A.M. 

Introduc- 
tion Chap. I 
Chap. IX 

Practice 

leading 

Chap. X 
Chap. XI 

Practice 
leading and 
diBaussion 

Practice 
leading and 
discussion. 

Recess 

Recess 

Ileccas 

Recess 

Recess 

Recess 

10:46 a.m. 
to 

12:00 m. 

Chap. Ill 
Chap. IV 

Practice 

leading 

Chap. XII 
Chap. XVIII 

' 

Practice 
Leading and 
discussion 

Practice 
leading and 
discussion 

Lunch 

Lunch 

Lunch 

Lunch 

Lunch 

Lunch 

IlfSifSS 

■ 

Chap. VI 
Chap. V 

Practice 

leading 

Demonstra- 
tion by 
leader 
Apprecia- 
tion of 
Chapa. XIII 
and XIV 

Practice 
leading and 
discussion 

Practice 
leading and 
discussion 

Reocss 

Recess 

Itoccss 

Rcccbs 

Recess 

Recess 


Chap. IX 
Demonstra- 
tion by 
lender 

Chap. VII 
Chap. VIII 

Practice 
leading and 
discussion 

Practice 
leading and 
discussion 

Conclusion 


THREE-DAY TRAINING PROGRAM IN CONFERENCE LEADERSHIP 
FOR FIRST-LINE SUPERVISORS AND FOREMEN 

First-line supervisors and foremen whose primary responsi- 
bility is directing the work of productive employees, do not, as 
a general rule, require the five-day program as their initial 
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training when they are concerned in construction, shop, or 
craft types of activities. Neither do they need nor are they 
sympathetic toward a detailed study of methods and motives 
in conference leadership for they are much more fitted by nature 
and training for the "doing" phases of conference leadership on a 
practical day-to-day basis. The three-day conference leadership 
training program for first-lino supervisors and foremen is much 
more restricted in its treatment of methods and theory than either 
of the other two programs. It reduces the methods and theory 
section of the training conference to thoso fundamentals which 
can be readily applied and do not involve the more complex 
techniques. In the initial three-day program, the three specific 
discussion processes are not covered as such and the leadership 
procedure is built around the General Conference Process, imin g 
the overhead and closely shaped types of operation together 
with such essential features as tho use of questions and the more 
pertinent ideas relating to tho characteristics of individuals, 
conference situations, and tho desirable traits of a conference 
leader. The General Conference Process can, if desired, be 
amplified to include the Shaped Developmental and the Informa- 
tional discussions as simple variations rather than as separate 
processes. In many cases this is not necessary nor even desirable 
since a knowledge of tho General Conference Process when 
given a closely shaped method of operation is sufficient for 
practical use by most first-lino supervisors and foremen engaged 
in direct manual production. 

As we have noted, the over-all program of conference leader- 
ship training provides for field follow-ups aftor some experience 
has been gained in actual use of the principles and methods; 
refresher training conferences should be given after a period of 
approximately three to six months. It is in the refresher training 
conference, which takes place after the first-line supervisor and 
foreman has had time to got his feet on the ground and orient 
his ideas, that the General Conference Process can be expanded 
to Include the throe specific discussion processes and a more 
extensive treatment of the conference techniques themselves. 

The three days are, os in previous cases, divided between 
conference discussion of methods and motives and actual practice 
leading sessions. In the three-day training conference, the total 
time devoted to methods does not exceed one day, with the 
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remaining two dayB being given over to actual practice in leading. 
Care should be taken to avoid the use of complex subjects for 
discussion in the practice leading sessions in the three-day 
program. Simple subjects will suffice and the use of the General 
Conference Process on a Shaped Developmental basis is most 
effective. It is most important that the leader demonstrate 
the conference process before the start of the first brief trial 
rounds of practice leading. 

Because of the limited time available, the brief fifteen-minute 
trial leading sessions are not participated in by all the group; 
the leader selects three group members whose poise and manner 
warrant it and has them conduct brief trial leading sessions. All 
the group members do have an. opportunity for at least one 
practice leading session following the completion of the methods 
material. 

The arrangement and selection of the chapters and material 
used in the three-day program are somewhat different from the 
previous two eases. A list showing the selected chapters and 
indicating the extent of their use when arranged in teaching 
sequence is shown below, together with notations as to the 
leader’s demonstrations and the practice leading sessions. 

Training Confkhbncb Sequence op Conference 
Leadhubhii’ MaTEIUAIi 

Introduction to conference leadership. 

Chap. II. Meetings and Conferences Defined. 

Chap. III. The N ormal Thought Process and How We Learn, 
excluding a detailed treatment of methods of reasoning and 
comparisons with the teaching-learning process. 

Chap. IV. The General Conference Process. 

Chap. V. The Fundamentals of Leadership Technique and 
Our Involuntary Mental Reactions, emphasizing zones of 
knowledge and excluding more involved considerations. 

Chap. VI. The Basic Typos of Discussions and Discussion 
Operation. 

Brief demonstration of discussion by leader. 

Trial leading of fifteen-minute discussions by three selected 
group members. 

Chap, IX. Questions and Their Use in Conference Leading, 
emphasizing more practical aspects. 
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Chap. X. Characteristics of Individuals as an Aid to Guiding 
Conference Discussions, appreciation only. 

Chap. XI. Situations and Problems in Conference Leading 
appreciation only. 

Chap. XII. Desirable Traits and Characteristics of a Confer- 
ence Loader, appreciation only. 

Chap. XVIII. Some Do'h and Don’ts for the Leader. 

Demonstration of conference leadership by leader. 

One round of practice leading sessions by all group members 
using simple subjects. 

Conclusion, including brief discussion of conference Bettings. 


Schedule fob Thuek-hay Thainwo Pkquham i.y ConpebenceLeadbbbhip 


Time 

First day 

Second day 

Third day 

0:00 a.m. 
to 

10:30 a.m. 

Introduction 
('Imp. 11 

Chap. Ill 

('Imp. IX 

Clmp. XI 

Practice leading 
and discussion 

Recess 

Itccess 

Recess 

Recess 

10:45 A.M. 
to 12:00 M. 

Chap. IV 
mid discussion 

('hap. XII 
Chap. XVIII 

Praetiee leading 
and discussion 

Lunch 

Lunch 

l.une.h 

Lunch 

1:00 p.u. 
to 

3:00 r.M. 

Clhnp. V 
and C'linp. VI 

Demonstration 
by leader and 
practice leading 

Prnotico leading 
und discussion 

Rcccbs 

Renews 

Recess 

Recess 

3:15 r.M. 
to 

6:00 r.M. 

Demonstration 
by leader, Three 
trials by group 
members 

Praetiee leading 
and discussion 

Discussion and 
conclusion 


BRIEF “COOK'S TOUR" PROGRAM NOT DESIGNED TO EQUIP 
FOR CONFERENCE LEADERSHIP 

The “Cook's tour, 1 ' three- to four-hour appreciation of confer- 
ence leading is intended to provide executives and others with a 
knowledge of what conference leadership does and how it does 
it rather than an insight into the detailed techniques. It is 
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useful in selling those in authority the need for conference 
leadership training as well as equipping executives with sufficient 
knowledge of conference leadership to enable them to cooperate 
with supervisors in lower levels of the organization who are 
putting the principles into practice. This brief appreciation 
also tends to make bettor conferees of individuals who have 
had it. 

The limited time available makes it impossible to consider any 
of the techniques or procedures in detail and requires a descrip- 
tive approach. It should outline the advantages of a study of 
conference leadership and its applications in day-to-day business 
conferences, showing what it saves in time, effort, and money 
and what it contributes to better relationships wi thin the 
organization. Each leader who gives such an appreciation of 
conference leadership must adjust the material he uses in the light 
of the policies and viewpoints of the particular buBincsB or 
industrial group to which it is to be given. 

The “Cook's tour” appreciation should bo handled on an 
Informational basis witli the leader “putting out” and then 
providing for group discussion. In addition, it is highly desirable 
that a brief demonstration of the conference procedure be given, 
using the group us conferees, or that a visual aid such as a sound 
slide film which depicts conference procedure be secured and 
run. Actual demonstration of some of tho major principles 
involved provides the “doing” feature that is helpful to accept- 
ance. Tho decision as to whether a brief demonstration con- 
ference of a Shaped Developmental nature is desirable must 
rest with the leader and his knowledge of tho executive group, 
their reactions, and tho time available. 

Suggested. Material, for “Cook’s Tour” Appreciation 

Chap. I. Conference Leading and Its Everyday Business 
Applications. 

Chap. II. Meetings and Conferences Defined, excluding 
detailed summaries of relationships. 

Pertinent material as to the Normal Thought Process, the 
General Conference Process, and tho throe specific conference 
processes anil their applications. 

Brief rdsumd of discussion operation and questions and their 
use in conference leadiug. 
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How conference leadership can bo used to advantage in the 
particular business or industry concerned. 

Discussion by group members. 

Actual demonstration of conference leadership or the use of 
a visual aid. 

Brief discussion. 

Suggested program for conference leadership training. 

SELECTION AND ASSIGNMENT OF SUBJECTS 
FOR PRACTICE LEADING SESSIONS 

The selection and assignment of subjects (major objectives) 
for practice leading sessions is very important. In the fifteen- 
minute initial sessions, they should bo relatively simple and 
adaptable to Shaped Developmental handling, since there has 
been no previous preparation by the group members. Obviously, 
when no preparation time has boon allowed, the discussion will 
have to be of a Purely Developmental or a Shaped Developmental 
type and chosen carefully so that the group will have a reasonable 
number of Zone A members with respect to that subject. Other- 
wise, the embryo leader would ho faced with the more difficult 
problem of no Zone A information very early in his experience 
before he had been taught how to handle it. 

The subjects for tho practice leading rounds which follow the 
completion of tho conference discussion on methods, motives, and 
theory should bo assigned in advance to permit planning of 
them. There are many sources of such subjects but, when 
available, one of tho most satisfactory is the supervisory training 
material used by tho business or industry in question. It .is 
wise in the practice rounds to use practical subjects relating to 
the business or its supervision whenever possible, although 
subjects of general interest with a slight controversial tinge add 
interest and variety. 

It is the most stimulating procedure to have the leaders con- 
ducting the training programs prepare their own conference 
outlines. However, in tho interests of uniformity of handling, 
many large organizations prepare tho basic outlines for the 
leader. Even, with prepared outlines, the Ieador must still do 
his own planning. He must adjust theso outlines to his own 
personal methods of operation for, unless they are personalized, 
much of tho spontaneity and naturalness of his presentation 
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Jho. Si, — now diagram auminarUing Chap. XVI. 
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will be lost. The type of leader’s outline most generally supplied 
is topical in form and similar to those following Chap. XIV. 
Great care must be taken if personalized outlines of other leaders 
are used, as the shades of meanings of words and the relationships 
between the ideas will not always be evident. In general, their 
use by other than the one who prepared them should be avoided. 



CHAPTER XVII 

WOMEN AND THE CONFERENCE 


CONFERENCE GROUPS CONTAINING WOMEN 

Leadership training conferences seldom are competed without 
Borne of the group members raising the question of whether the 
principles, methods, and techniques discussed apply to women 
as well as men. Although tho general principles and practices 
are the same, the natural and inherent involuntary reactions of 
men and women may be somewhat different under the influence 
of the same stimuli. Those differences in response may possibly 
under unfavorable conditions, give rise to difficulties. Our study 
of leadership would bo incomplete if wo did not review and 
consider these possible differences in reactions and adjust our 
leadership techniques accordingly. It must be borne in mind 
however, that in our consideration wo shall be looking in detail 
at factors that might affect our leadership techniques; as a result 
we might place undue emphasis upon them unless they are 
properly fitted into the over-all picture of conference leading. 

Eveu before the war, women as supervisors in business and 
industry wore no longer unusual and were taking their place 
along with men as competent., thoroughgoing supervisors and, 
in some instances, executives and officials. As a necessary and 
natural part of the fulfillment of their responsibilities, participa- 
tion in day-to-day business conferences as conferees and as 
conference leaders was accepted without question. For the 
most part, very few of tho problems and difficulties that had 
been anticipated as a result of this new and untried relationship 
actually materialized. However, thorn may have boon tendencies 
to attribute special significance to the actions and reactions of 
women conferees even though they followed tho same general 
pattern often evidenced by newly appointed male supervisors. 
There was undoubtedly some factual basis for the differences 
noted, because of the inherent difference in women's background 
and approaches to reasoning. 
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NORMAL THOUGHT AND TEACHING-LEARNING PROCESSES 
AND WOMEN 

Early in our consideration of the fundamental principles of 
how we think and learn, the Normal Thought Process and 
the teaching-learning process were discussed in some detail. 
Nowhere was there any indication that they applied solely to 
men; in fact, they deal with fundamental human characteristics 
and apply with equal force to both men and women. If Buch 
were not the case, our everyday relationships would indeed be a 
complex and nerve-racking experience. 

Although the fundamental processes are the same for both 
men and women, we must not overlook the differences in back- 
ground, experience, and emotional and even spiritual objectives 
which have resulted from the centuries upon centuries during 
which there has been a distinct difference in women’s Btatus, 
Our responses to stimuli are, of necessity, conditioned by those 
things which spring from both heredity and environment. In 
our study of the adjustment of conference leadership techniques 
so os to reflect both the male and female manifestations of the 
fundamental human processes, wo must keep in mind that there 
is no real line of cleavage based solely upon Bex. The range of 
reactions found in both malos and females as individual groups 
does not vary much from the range of the differences between 
men and women as separate and distinct groupB. There are, 
of course, men whoso viewpoints and approaches to reasoning are 
somewhat similar to those of the average woman while, on the 
other hand, there are women whose mental reactions and reason- 
ing processes have the majority of the characteristics ascribed 
to men. It is ono of nature’s laws that the extremes of a single 
type often vary more than the differences between two types 
of the same species. Therefore, with the exception of a few 
specific characteristics, wc shall find that the problem of differ- 
ences is not as great as is often supposed. 

POSSIBLE VARIATIONS IN THE INVOLUNTARY USE 

OP REASONING PROCESSES BY MEN AND WOMEN 

The two general methods of reasoning, deductive and inductive, 
were discussed in Chap. Ill as a part of the background of 
individual and group reasoning necessary to an understanding 



WOMEN AND THE CONFERENCE 


241 


of conference leadership. As will bo recalled, the Normal 
Thought Process is a general procedure that can be applied 
in two different ways, depending upon which method of reason- 
ing is used. Deductive reasoning consists of deriving a con- 
clusion from facts by analyzing and evaluating them so as to 
eliminate all inferences which cannot Iks proved or demonstrated 
to be true. Inductive reasoning takes a set of facts, analyzes 
them, classifies and compares them, and then, through inference 
as to what may be assumed to be true because of what has 
already been proved, arrives at a conclusion based on known 
facts plus inference. 

Men as a group have more tendency to reason on a purely 
factual basis than do women. Deductive reasoning is a more 
instinctive outlet for them. Women, on the other hand, tend 
to reason more often on a basis of their feelings or emotions. 
Consequently, it is only natural that the mixture of facts and 
feelings which results leads to an inductive rather than a deduc- 
tive application of the Normal Thought Process. When the 
inductive reasoning process is used, the conclusion arrived at ia 
made up of both facts and inference. The logic of the inductive 
reasoning procedure is a direct function of the type of inferences 
supplied. Where the inferences that arc combined with the 
facts are introduced on an instinctive or intuitive basis, the 
conclusion reached does not directly reflect a step-by-step 
procedure or development. It is this that has often caused men 
to observe that some women do not reason, only to be surprised 
in those instances where a sound conclusion is reached. There 
is no difference in the fundamental process used but there is 
a wide and sometimes unexplainable variation in the proportion 
of facts and inferences entering into the reasoning process. 

The average woman who has been successful in achieving a 
supervisory position in an organization in which men predominate 
has, of necessity, manifested an ability to control her reasoning 
insofar as it applies to job procedures. It is only natural that 
there will bo at times evidences of an unconditioned response 
based upon natural reactions. However, if a conference leader 
keeps in mind the inherent differences in reasoning tendencies, 
he will bo alert to the need fur carefully evaluating contributions 
to the discussion and conduct hia shaping and guiding of the 
conference accordingly. It is often wise to use tactfully reverse 
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questions of a provocative type to permit the proper clarification 
of the contribution. This tends to offset the inclination to 
pass over or rule out a Beemingly poorly related contribution 
which may later be found to have a reasonable relationship to 
the discussion. 

Unless care is taken to give fair consideration to their con- 
tributions, there is more danger of inspiring inferiority in women 
conferees, particularly where women are in the minority in the 
group. The leader should bo sure to see that the male members 
of the group do not unconsciously and unintentionally inspire a 
feeling of inferiority in women conferees by offhand, depreciatory 
treatment of their contributions to the discussion. On the other 
hand, the great majority of women expect and desire only an 
equality of treatment in their business relationships and right- 
fully resent concessions made to them on a purely feminine basis. 
This is wholly consistent with the principles of sound conduct of 
business and, as a consequence, sound procedure in conference 
leadership. 

FACTORS IN THB ADJUSTMENT OF LEADERSHIP TECHNIQUES 
AND INVOLUNTARY MENTAL REACTIONS 

The two fundamental human urges are basic to the involuntary 
mental reactions of women as well as men even though the 
relationship between them and their manifestations varies 
to some degree with the sexes, In adjusting our leadership 
technique to meet the requirements of women conferees, we 
need not change the basic considerations with respect to the 
two human urges nor the zones of knowledge that were dis- 
oussed and evaluated in Chap. V. All the various rules and 
methods that we set up still hold; however, it will be worth while 
to consider the differences in emphasis and reactions that may 
ooour. 

While men, as a rule, do not tend toward introducing personali- 
ties into their consideration of purely business matters, women 
may take an altogether different approach. A strongly defended 
difference in viewpoint, opinion, or actions about a particular 
business issue seldom results in personal enmity between the 
men involved. Although the discussion may have waxed hot 
and furious, it remained on an impersonal basis and the friend- 
ship or personal relations between the men involved seldom 
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change as a result of it. However, with women, there is a 
natural tendency to interpret tilings that directly concern them 
on a personal basis. Incidents as well as discussions may be 
instinctively evaluated from the standpoint of the personalities 
concerned rather than impersonally. This indicates the high 
degree to which the “I want to be” urge enters into women’s 
actions and reaction^ for remarks and statements that would 
generally pass unnoticed among men may appear to carry 
personal inferences. 

The hypothetical third-person approach is often the best one 
to use in discussions including women conferees when they are 
directly concerned. The leader should be careful to avoid the 
use of actual cases as illustrations during a discussion if it may be 
interpreted as putting them on the spot. The hypothetical 
third-person treatment of a subject is a face-saving procedure 
which is often resorted to even when all the conferees are m en 
since it avoids arousing prejudices. In fact, it is best to err 
on the side of providing more than is necessary rather than to 
give unwarranted embarrassment regardless of whether it is 
aotual or inferred. In our previous discussion of involuntary 
mental reactions, wo laid some stress upon the natural variations 
in the emotional stability of human beings. With some indi- 
viduals, the number of days between their emotional low points 
that are independent of job surroundinp and circumstances is 
greater than with others. This is also true of the range between 
the heights and depths of their feelings. A leader must keep 
in mind the more pronounced day-to-day variation in the stability 
of women conferees. The same pattern of reactions will not 
always persist essentially unchanged from day to day. Thus a 
leader may find that, when a conference continues the next 
morning, what appeared to have been completely settled and 
aocepted just prior to closing the previous evening is now wholly 
unacceptable. As a rule this docs not represent a fixed change 
in viewpoint but merely the need for recalling and briefly review- 
ing the essential factor's upon which the previous acceptance was 
based before proceeding. A Shaped Developmental discussion 
redefining tho last conclusion reached in the previous day’s dis- 
cussion Booms to bo the most effective way of overcoming the reap- 
pearance of what might ho termed the inferences and assumptions 
that had been shaped out of the preceding discussions, 
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POSSIBLE VARIATIONS IN HANDLING THE STEPS 
IN THE GENERAL CONFERENCE PROCESS 

All the rules and suggested procedures for handling the five 
stops in the General Conference Process as well as the ubo of the 
three specific conference discussion processes are valid regardless 
of whether there are women conferees in the group. Most of 
the possible variations suggested for the leader’s use when there 
are women in the group originate from the occasional need for 
greater definition of unfamiliar terms and the possibility of a 
lack of knowledge of technicalities and detailed work procedures. 
There are a few additional steps that can be taken by the leader 
to provide a better adjusted handling procedure should it 
become necessary. 

Among the six things that wo specified in Chap. VIII which 
should be achieved by a good Step I, Approach, are two that are 
of special importance from the standpoint of women conferees. 
These are 

2. Define the purpose of conference discussion or meeting. 

fi. Clarify the meaning of any ambiguous words used in the 
statement of the major objective of the discussion. 

The leader should bo sure that Step I is not too short for 
complete clarification of all terms and ideas which must be 
defined to be understood . He should keep in mind the possibility 
that women conferees' background of knowledge and experience 
in the more technical phases of the business may be limited. 
He should be particularly careful to make sure that the under- 
standing of women conferees is checked but he should do this 
without making it noticeable or separating them from the rest 
of the group. Failure to extend general participation in Step I 
sufficiently to permit the gaining of thorough understanding of 
the major objective to be discussed m well as the clarification 
of any ambiguous words in the minds of women conferees may 
limit the participation or cause them to give an unwarranted 
impression of lack of perception. 

In Step IT, as in Stop I of the General Conference Process, it is 
merely a matter of placing added emphasis on certain of its 
features rather than making a fundamental change in them. It 
was agreed that there should be sufficient discussion to provide 
the necessary drawing out to achieve shifts in zones of knowledge. 
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Care must be taken that the women conferees participate suffi- 
ciently to ensure the shifts in zones of knowledge necessary for 
acceptance. In addition, the leader should not fail to introduce 
0one A information into the discussion when it is required and 
to see that it is properly clarified. With women conferees 
he must expect to stop and clarify more often in Step II if he 
is to have a satisfactory discussion ; moreover, he must be con- 
stantly on the alert to sense the need for it. 

Step III, Acceptance, welds tho minor objectives into a coher- 
ent group acceptance which is verified through making such 
individual checks of acceptance as may be indicated. As will be 
recalled, our general rule is to chock only those group members 
requiring it and not those whose acceptance is plainly evident 
as a result of recently stated convictions. It is wise to modify 
this general rule to some extent and to make specific checks of 
the individual acceptance of women conferees whenever there is 
the slightest necessity for it. Again, this procedure should be 
oarefully woven into an extended check of the individuals in tho 
group as a whole. Occasionally the discussion may slip back 
into Step II after Step III has been started. Whenever there 
js the least doubt as to individual acceptance, the leader Bhould 
seek a positive statement of viewpoints and not proceed on the 
baste of an inferred acceptance. 

A complete and satisfactory summation in Step IV never 
aeglects stating and writing tho conclusion reached upon the 
board and spot checking acceptance of it as worded. In addi- 
tion, summation ahould never Iks made More the group is ready 
for it. If acceptance is properly determined as discussed above, 
there should be little difficulty in achieving a good Step IV. It 
may be desirable with women conferees to redefine and check 
understanding of the terms used in the conclusion statement if 
there is any variation in shade* of meaning or in the words used. 

Step V, Association, being a function of the leader, gives him an 
opportunity to sow seeds which he can use in Step I of his next 
discussion provided there 3 h a relation labween the two subjects. 
The opportunity to bring in some Zone ,4 information that 
will be of value to women conferees in the next discussion should 
not be overlooked. However, it muHt Iks kept within the bounds 
of reason in order not to unbalance and distort the main objective 
of Step V, which is to tie in properly the major objective with 
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the over-all meeting and the other objectives as -well as the 
company’s policies. Tt is quite important that Step V not be 
overlooked in handling the minor objectives, as iB some times 
the case when it is mostly a transition step. Additi onal emphasis 
on Step V, transition between minor objectives, provides the 
leader with an excellent opportunity to make the gainm g 0 f 
understanding and acceptance a smooth, consistent process for 
women conferees who may have a limited background. 

From what bos been said it should be more evident t-W ever 
that the presence of women conferees docs not change the fund*, 
mental handling of the five steps in the General Conference 
Process in any way. It merely calls for the adjustment of the 
leader’s technique to meet the requirements of individual 
conferees; this is at all times ono of his chief responsibilities, 
regardless of the make-up of the group. If the conference group 
is a mixed one, his added duty consists chiefly of main+.n.^^jT 
an alert awareness of the passible need for making more extensive 
adjustments. 


THE LEADER'S ATTITUDE 

Our discussion of the desirable traits and characteristics of a 
conference leader in Chap. XII was most definite with respect 
to the effect of the: leader’s attitude upon the group discussion. 
The importance of liking and enjoying working with people 
cannot be underestimated, for otherwise the leader will create 
many of his own problems. This same principle applies where 
women are included in a discussion group. Since the problem 
is in no way different from that which confronts us in our daily 
lives, it should not be alarming and should be viewed with the 
same anticipation of a pleasing and satisfactory experience as is 
the case in our general relationships. If the leader takeB the 
Bame sincere, open-minded approach into his conference leader- 
ship, he will have at once surmounted the majority of his antic- 
ipated difficulties since most of them will never exist other than 
in his own imagination. This does not mean that the leader 
should neglect the possibility that a somewhat specialized 
handling may become necessary from time to time because of 
the differences in background and training acquired by men and 
women. His successful, sympathetic, and understanding varia- 
tions of the general rules so as to meet the requirements of women 
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conferees will depend largely upon his own attitude and approach 
to the problem. 

the group advantages of women conferees 

Once the minor variationa in leadership techniques required 
to adjust them to the needs of women conferees arc understood, 
the leader can profit by Home of the advantages that may result 
from their presence, in a group. Women, as a general rule, have 
a more natural and freely expressed tendency toward exploratory 
discussion than do men. Given an opportunity for expression 
based upon an understanding of the subject, their reasoning 
approach will often result in the introduction of new angles into 
the discussion. Properly handled, this makes for a more interest- 
ing and exhaustive discussion by duvelopingthepossilde variations 
which may bo considered. Since the competitive urge is gen- 
erally much less marked in women than in men, their uninhibited 
responses do not have the same cover-up qualities so often 
evidenced by men. 

Another desirable by-product of the presence of women 
conferees lies in the restriction it places upon the tendency of the 
day-to-day business conference occasionally to wander .astray. 
Once the initial adjustment of the group to the presence of 
women conferees has been made, their participation under the 
guidance of an understanding leader may be advantageous 
to the group. 

SUGGESTIONS FOR THE WOMAN CONFERENCE LEADER 

Now that we have considered the woman conferee from the 
standpoint of the male conference, leader, we must reverse the 
procedure and consider the woman conference leader conducting 
a discussion group made up of men. When both sides of the 
question are considered, we soon find that our previous con- 
clusion that there is no far-reaching fundamental difference 
in the basic thought process and reasoning methods is still valid. 
The General Conference Process and the specific conference 
discussion processes are wholly valid in all eases; however, their 
use and handling must bo adjusted to meet the needs 1 of the 
particular group and the individual conferees in that group. 

There are no specific rules that will apply in all cases and for 
all groups. However, in the majority of groups, onee the woman 
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conference leader has demonstrated her ability to conduct a 
satisfactory conference, the group will not again question her 
ability to guide the discussion. In fact, her own attitude and 
approach to the problem when she Btarts the discussion will do 
much to convey a definite impression that she knows her busi- 
ness. As has been pointed out previously, self-confidence 
comes chiefly from a knowledge of the techniques of conference 
leadership and how to use them. In the case of a woman 
leader, it is even more desirable that she have the opportunity 
to conduct practice leading sessions prior to undertaking actual 
conference work. The woman leader must be alert to the 
possibility of misunderstandings arming as to her effectiveness 
and competency as a leader. The remainder of this section 
will be devoted to several factors she should consider in main- 
taining her status ns a capable leader. 

The first general rule that the woman conference leader must 
keep in mind is the converse of that for the male conference 
leader with women conferees in his group. She must at all 
times be aware of the male tendency for factual reasoning and 
should make reasonable attempts to adjust her own reasoning 
and leadership techniques with it in view. However, she should 
not make the mistake of veering ro far in that direction os to 
destroy the naturalness of her leadership, because artificiality 
is dangerous to good leadership. She should merely try to avoid 
reasoning on an inductive basiB when it is not required or supply- 
ing inferences and assumptions on a purely intuitive basis. This 
is not only good policy from the standpoint of tact but is also 
good practical psychology for, as we have found, it is best to 
present material in such a manner that it will tie into the back- 
ground of the group. The very nature of conference work is in 
the favor of the woman leader when conducting a male group 
since it is built around group discussion, with the group in most 
instances supplying os much of the information as possible. 
The leader must have sufficient knowledge and background to 
evaluate properly whether what is contributed is directly, closely, 
or slightly related, or unrelated to the subject under discussion. 

Thus we sco that the womau conference leader must, as a 
safeguard, spend such extra time as is necessary on her prepara- 
tion, particularly as it concerns items of a technical nature upon 
which her background may be somewhat; limited. Except In the 
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case of the Informational type of discussion, a detailed technical 
background is not necessary; a general knowledge will usually 
suffice for conducting the discussion provided sufficient prepara- 
tion is made to permit correct evaluation. In addition the 
very nature of group discussion permits the use of the group and 
authorities in the group to good advantage in the Shaped 
Developmental and the Purely Developmental discussion 
processes. In the Informational discussion process, it is usually 
good practice for the leader to be an accepted authority on the 
matter moat pertinent to the discussion. This is not absolutely 
necessary, however, and an Informational discussion can be held 
in which the group members are the authorities although it may 
present additional problems from the standpoint of leadership 

Regardless of the specific type of conference discussion UBed 
it is good leadership for a woman leader to make maximum use 
of any men authorities in the group. It is good basic psychology 
as well, Bincc it gives some play to the "I want to be” urge in 
addition to the "I want” urge in cases where there is a direct 
relation to the individual's job. Careful consideration and care 
should be given to tho selection of the basic conference discus- 
sion processes for the over-all discussion of the major objective 
in addition to that accorded each of the minor objectives. When- 
ever an Informational discussion process is indicated for a minor 
or major objective, the woman leader will find that it pays big 
dividends to conduct the discussion so that it has a definite 
Shaped Developmental handling wherever possible and the 
group feols that it hiw developed the conclusion itself. This is 
quite readily done since the leader need only depart from Shaped 
Developmental handling when it is not possible to get tho 
information from someone in the group. Even in such cases, 
with skillful handling, the leader can inspire group members to 
request the contribution of information and the group will not 
lose its sense of control. As can be readily inferred, the woman 
leader will find it wise to use closely shftjxjd handling os much as 
is possible, permitting only a sufficient degree of overhead 
discussion to give the group a sense and feeling of control. 

Step I, Approach, is of vital importance to the woman leader 
for she must be certain that the problem is clearly defined in the 
minds of the group before Step II is undertaken. This will 
eliminate any tendency for the group to ascribe to the leader’s 
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handling a feeling of uncertainty as to what they are discussing. 
The group gets its first impressions of the leader’s skill in eon' 
ducting the discussion during Step I, and a clean-cut, well- 
handled Step I that outlines and sets up the limits of the 
discussion as well as clarifies any ambiguous terms cannot fail 
to convince the group of the leader’s ability. 

The checking of group acceptance in Step III should be 
accomplished as tactfully as possible. It is good practice for 
the leader to use those within the group who have shown their 
acceptance and understanding of tho conclusion to answer any 
questions that may arise. The woman leader will find it particu- 
larly desirable to avoid giving the appearance of forcing group 
acceptance. 

In Step IV, Summation, the use of logical, clear-thinking 
group members to phrase and word conclusions which have 
any highly technical aspects whatsoever finds great favor among 
women conference leaders. In the Shaped Developmental and 
the Informational specific discussion conference processes, the 
woman leader Rhould not relinquish the phrasing of the summa- 
tion conclusion whenever her background is such that she feels 
able to accomplish it without leaving her open to question by 
possible sharpshooters. In fact, in her handling of the discussion, 
she should not defer to male authorities except where good 
oommon sense and judgment indicate that there is an advantage 
to be gained by so doing. 

The possibility of inspired inferiority is just as much a problem 
for the woman leader as for the male loader with women conferees 
in his group. In many ways male groups may be even more 
susceptible to it with a woman leader than when the reverse 
is true. This arises in some respects from the comparatively 
recent advent of women into the supervisory phases of business 
and industry. As was true in tho reverse situation, the woman 
leader will find that the hypothetical third-person approach may 
be required as well as the use of face-saving outs. 

In one respect at least, the scales are balanced in favor of the 
woman loader for it is most unusual that a male group will not 
have a cooperative attitude toward tho woman loader once she 
has clearly demonstrated her ability to conduct conferences 
skillfully and effectively. There will, of course, be individuals 
of the die-hard type who will require some special attention 
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along the lines that wo have discussed in the chapters on situa- 
tions and problems and on the individual characteristics of 
group members. These principles will be found to meet the 
woman leader’s needs with very little adjustment. ’ 

SUMMARY 

The presence of women conferees in no way constitutes a major 
problem since it docs not change in the least any of the funda- 
mental rules and techniques of conference leadership. Occa- 
sionally the leader must change the emphasis in conducting a 
discussion but the variations arc no greater in extent than many 
of those normally required in groups composed entirely of men 
The difference lies mainly in the approach to the use and the 
stress laid upon the particular variations that may be required. 

Many times we forget that women whose abilities have resulted 
in their achieving supervisory or executive positions have auto- 
matically conditioned themselves through their extended back- 
ground of daily contact with men in business. For the greater 
part they are more successful in adapting themselves to the male 
viewpoint than many men are in achieving a similar adjustment. 
A little observation will often show that a complete metamor- 
phosis takes place within a surprisingly short time each morning 
when a woman supervisor or executive enters upon her daily 
work. For the most part, there is only an occasional variation 
from this conditioned viewpoint during the course of a confer- 
ence; when properly handled by an understanding conference 
leader, eueh instances can usually be shaped to the advantage of 
the group as a whole. 

The fact that we have dealt with some of these variations in 
detail should in no way be construed as magnifying their impor- 
tance or significance. This is only one phase of conference 
leadership; discussion of its details might give the impression of 
magnifying its importance if it is not properly integrated into 
its position as it relates to the over-all problem. 

To summarize the essential points of what we have discussed 
regarding the woman conferee, the general items which should 
be considered are listed below: 

1. Women have more tendency toward reasoning on a feeling 
or emotional basis than men do. Aa a general rule, men reason 
on a factual rather than a fooling basis. 
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2 . The possibility of inspired inferiority may be greater with 
women than with men. 

3. Women often tend to interpret things directly concerning 
them on a personal rather than an impersonal basis. 

4. The hypothetical third-person approach to speoific problems 
is highly suited to women conferees. 

6. A leader must keep in mind the more pronounced day-to- 
day variation in the stability of women conferees. 

6. A face-saving out should be provided whenever there is any 
possibility of its being needed. 

7. The highly essential clarification of terms and ideas should 
be provided, since they must be defined within the limits of the 
conferee’s background and experience. 

8. The problem should be approached with a sense of under- 
standing, liking for it, and a conviction that it can be used to 
the mutual advantage of all of the group members. 

9. Women leaders must keep in mind the male tendency toward 
factual rather than intuitive reasoning. 

10. Special preparation on technical subjects pays dividends 
for woman leaders. 

We must remember that the limited amount of adjustment 
of our methods resulting from the presence of women conferees 
is no different than would bo the cose if the situations were 
reversed. If women had predominated in business for many 
years, the introduction of men into conference groups would 
call for the same consideration as does the presence of women 
conferees. In fact, if the average man found it necessary to 
participate in many women’s activities, ho would boou realize 
that the nature of the adjustment required is determined mainly 
by the group majority. 


TRUE-FALSE QUIZ 

True False 

1. The natural, inherent reactions of mon and women may 

be different under the influence of the same stimuli. 

2. The fundamental human characterielicB apply with equal 

force to both men and women. 

8. It is a natural law that extremes of a amnio typo often 
vary more than tho differences between two typos of the same 
species. 
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i, Men tend to reason on a basis of their feelings and emo- " 

tiona more than women. 

{. Factual reasoning predominates among women. ' 

6. Inductive reasoning hosed on inferences of an intuitive ~ 

nature does not reflect a step-by-stcp procedure. 

7. The average woman supervisor or executive has often 

achieved a factual reasoning ability in relation to job procedures. 

8. Women in business generally do not desire just an equal- 

ity of treatment with men but want concessions made to them 
because of their femininity. 

9. There is no need to change the basic considerations with 

respect to tho two fundamental human urges when women con- 
ferees are in the group. _____ 

10. Women tend to interpret things that directly concern 

them on a basis of personal relationship more often than men, 

11. The hypothetical third-person approach is not suited for 

use when there are. women conferees in the group. 

12. With women conferees, the sam c pattern of rcaotions per- 
sists essentially unchanged from day to day. 

18. A leader should check women conferees' understanding of 
technical terms in such a way as not to separate them out from 
the rest of the group and make it noticeable. 

14. Failure to extend general participation in Step I suffi- 

ciently to clarify terms and technicalities in tho minds of women 
conferees mny make them appear to lack perception later in the 
discussion. ___ • 

15. The. presenco of women conferees does not require any 

change in the fundamental handling of the steps in tho Qoneral 
Conference Process hut calls for the usual adjustment of meth- 
ods to meet the needs of individual conferees. < 

16. Women as a general ride do not have ns natural and freely 

expressed a tendency toward exploratory discussion os men. __ 

17. The woman conference lender must keep in mind the male 

prderenco for factual reasoning. 1 

18. The conference, method works in the favor of the woman 

conference leader when conducting a male group. . . , 

19. Closely shaped handling which permits only such over 
hsad ns is necessary to give the group a sense of control is the 

wisest practice for a woman lender. „ 

20. Goar definition of tho subject through a good Step I 
eliminates any tendency automatically to ascribe to tho woman 
leader's handling a feeling of uncertainty in the minds of tho 

group. . . . 

21. The woman leader does not need to avoid giving an 

impression of forcing group acceptance, ___ 

22. In handling a discussion a woman leader should always 

defer to male authorities in the group. 
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True False 

23. The presence of women conferees changes fundamental 

leadership rules and does not merely call for adjusting the 
emphasis placed on variations in their use. 

24. Once a woman loader has demonstrated her ability the 

great majority of men will cooperate. 

25. Tolerance, understanding, and a sincoro liking for people 

are essential requirements of all loaders regardless of sox. 
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CHAPTER XVIII 


SOME DO’S AND DON’TS 
FOR THE LEADER 


THE UNDERSTANDING WHICH COMES 
WITH EXPERIENCE IN LEADERSHIP 

There is no substitute for actual experience in. conference 
leading for only through the conscious application of the methods 
and principles we have discussed do their real significance and 
meaning become apparent to the leader. Nevertheless, before 
undertaking his practice sessions in a leader training conference 
or conducting day-to-day business conferences, tho leader must 
gain a thorough knowledge of tho methods and principles upon 
which a sound leadership technique can be built. As has been 
pointed out, it is through his knowledge of the necessary tech- 
niques tliat he can confidently and successfully carry on until 
he has developed his own personal leadership technique. 

Although the preceding chapters of this book cover all the 
essentials of conference leading, a number of the finishing touches 
to perfecting a rounded leadership technique have been reserved 
and included in this final chapter as Do’s and Don’ts for the 
leader. It is suggested that tho individual leader review them 
after his first two or three practice leading sessions or following 
his first few actual experiences in conducting day-to-day business 
conferences or training conference*. Also, the key leader con- 
ducting leader training conferences will do well to withhold 
diacussion of these particular items until opportunities arise 
during the practice sessions to introduce them in a natural way 
as part of the constructive discussion of the leading trials. 
Experience has shown that certain of the rounding out and 
polishing ideas tend to confuse the assimilation of the basic 
fundamentals if they arc introduced Indore the firsthand knowi- 
ngs gained through the actual leading of conferences has been 
achieved. Because of their nature, the subjects discussed in this 
chapter do not form a smooth-flowing connected discourse but 
should be considered as complete within themselves. 
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DISCUSSION PIVOT POINTS AND THEIR IMPORTANCE 

As the leader gains experience in shaping, guiding, and con- 
trolling the discussion, he will become keenly aware of the 
existence of pivot points. The leader is constantly evaluating 
all contributions by individual group members from the stand- 
point of their relation to the subject under discussion. In 
addition to determining whether they are directly, closely, or 
Blightly related, or unrelated to the subject, he soon senses 
definite points at which the trend of the discussion itself changes. 
Many times the trend of the discussion changes as the result of 
the leader's answering a question from a group member which 
requires clarification of a point that has arisen. 

By his clarification, the leader either shapes the discussion 
in the direction which he wishes it to go or away from it. For 
instance, he may select one of several possible interpretations 
and in so doing, set the path taken by the discussion. As an 
illustration, let us assume that the major objective or subject 
under discussion is "Should the boss make it a practice to eat 
lunch with some of his men? " During the Step I, Approach, of 
the over-all discussion, a group member might ask the leader 
"What is the nature of the existing relationship between the boss 
and his men? " In his reply the leader can direct the discussion 
along definite lines, depending upon his answer. If ho answers 
"Let us assume that there is a good relationship," he auto- 
matically rules out consideration of cases involving a poor 
relationship between the boss and his men. Through this single 
answer the leader shaped the discussion the way he wished 
it to go. 

Failure to catch pivot points can cause a discussion to become 
confused when the group attempts to explore one or more angles 
of it at the same time. Occasionally a leader will be unable to 
evaluate clearly a pivot point or to catch it just when it occurs 
and a short time later will find that the discussion is becoming 
confused or that he has turned it in the wrong direction. This 
is not particularly Bcrious so long as the leader becomes aware 
of it within a reasonable amount of time and takes action to 
get it back in the proper channel. In fact it is sometimes a source 
of inward amusement to the loader when he finds that, through 
his own option, ho has sent the group down the wrong road and, 
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as a result, made It necessary for him to shape the discussion 
back without making too abrupt a change. The leader who 
deliberately overlooks a pivot point and allows the discussion to 
attempt to continue along two or more lines at the same time 
has committed a distinct error in leadership, because it is the 
duty of the leader to evaluate the discussion at all times. 

There axe many types and variations in pivot points and any 
attempt to cover them all would be futile since they are usually 
intimately tied in with a particular discussion. A leader will 
almost without exception, soon learn to recognize them and to 
take action upon them without any delay other than that which 
may occasionally be necessary to clarify and define them so that 
deliberate action may be taken. It should be clearly understood 
that they do not always appear as questions asked of the leader 
but may be part of contributions made by individual group 
members or appear during overhead discussions. It is particu- 
larly important that pivot points appearing in Step I, Approach, 
be recognized and properly handled since this step defines the 
discussion and its limits. 

DISCUSSION GUIDANCE AND EFFECTIVE BOARD WORK 

Observation of the initial attempts of new leaders seldom fails 
to show a lack of use of the easel in shaping and guiding the 
discussion. Borne leaders may have a tendency to view the 
easel as a formal tool of a teacher and may hesitate to use 
it in day-to-day business conferences until its effectiveness 
and desirability have been proved. This tendency persists even 
in formal and purely training conferences where board work 
might bo considered to come about more naturally. Apparently 
the chief reason that we fail to use this excellent tool lies in our 
intentness upon trying to shape the discussion through the use 
of a single sense, that of hearing. We do not get the distinct 
advantages from using two senses instead of one or from the 
fact that the sense of seeing is the one through which we learn 
the best. Often it comes as a complete revelation and surprise 
to new leaders in their practice sessions when the part that 
effective board work plays in conducting a discussion becomes 
apparent. 

One of the most disastrous omissions in board work is failing 
to place the statement of the discussion major objective on the 
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board following its summation in Step I. Unless the group 
objective, which has been clarified and defined, is on the board 
where it can be observed and used as a check by the group 
members as well as the leader, there are many opportunities for 
the discussion to go astray. In fact continuous restatement of 
the major objective when it has not been written supplies many 
varying shades of meaning to it. Of course, in a well-conducted 
Step I, there may be some preliminary board work prior to the 
summation and statement of the major objective in its final 
form; however, this will vary with the specific conference discus- 
sion process used. 

Clean-cut, effective board work is also highly essential in 
Step II. As an old experienced educator said many years ago, 
the quality of a conference leader’s or teacher’s work is often 
disclosed by his board work if you review it after he lias completed 
his session. As a general rule, it reflects the orderliness and 
effectiveness of his thinking processes as well as those taken by 
the group in response to his guidance. In conference leadership, 
the material placed on the board can be readily and easily 
listed in a topical outline form in which the major objective, 
being the main heading, is listed farthest to the left with the 
minor objectives indented slightly and the discussion points 
under thorn indented slightly beyond. This not only gives the 
true significance of the items but also indicates to the group 
without any direct statement the relative significance of them 
because of their position. Tho leader should not attempt to 
cramp his material nor do too much scratching out and correcting 
unless he rewrites and restates tho corrected material. 

Although the discussion of a major objective is, as stated, 
reflected in tho topical outline arrangement given the major 
and minor objectives together with the discussion points and 
remarks which warrant placing on the board, this does not mean 
that it must all bo included on a single sheet of paper. In 
fact the whole discussion of the major objective may cover 
several sheets of paper; for clarity, it is often wise to start the 
discussion of a minor objective on a now sheet of paper. This, 
of course, depends somewhat upon tho oxtent of the discussion 
of each of tho minors. 

Tho placing of minor objectives and statements upon the board 
should be done naturally in conjunction with the flow' of discus- 
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sion and not be allowed to prejudice the discussion nor cramp 
its freedom. It is a most efficient discussion control device 
when properly used. The leader must remember that it is 
Bubordinate to the discussion but forms the means of consolidat- 
ing the conclusions as they are made as well as giving the con- 
ference a clean-cut picture of what is taking place. 

During Step II, as each minor objective is placed on the board 
and discussed, its very appearance at the correct time tends to 
keep the discussion in line. Furthermore, it permits the leader, 
by a mere offhand reference, to refocus the group’s attention 
upon the item under discussion or to allow clear-thinking, logical 
group members to do it for him. It assists the leader in his 
conscious clarification of all individual contributions relative 
to the subject under discussion and the group's subconscious 
efforts along the same line. Relationships between items are 
readily apparent when they appear upon the board. 

Until they have gained some experience in leadership, few 
leaders realise the far-reaching effect of merely asking a conferee 
to state his idea or reaction in words so that the leader may write 
it on the board. This is a highly effective means of controlling 
poorly thought out, irrelevant Contributions from oonferees 
who may be over talkative or who may be tending to obstruct 
the progress of the discussion. Very often the conferee takes 
time to think over what he has just said in order to phrase it 
properly; he may forego pushing the point when he says, “Well 
I juet can’t seem to word that now," and the leader can go on to 
other discussions. On the other hand, if the conferee is able 
to word his contribution so that it can be placed upon the board 
for consideration, it brings it out clearly so that there is no 
question as to the point under discussion and proper disposition 
can be made of it. 

The leader also has another very effective means of shaping 
the discussion through the use of board work as a method of 
selecting and sorting individual contributions. Although he 
deliberately but tactfully ignores certain contributions to the 
discussion, not even considering them for writing on the board, 
there are other times when leads to minor objectives which he 
wants to use later in the discussion will appear. In order not to 
confuse the issue under discussion, he may make a note of the 
contribution and the individual’s name on a pad, which he 
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keeps on the table, so as to uao it later in the discussion. At other 
times, ho may say to the contributor, "That’s a good idea. 
Let's reserve it for discussion later," and write it in the upper 
or lower right-hand oomer of the board. The very act of 
setting it to one side for future reference relieves the wind of 
that individual mid others in the group interested in it and frees 
them for a continuance of the discussion of the point at hand, in 
addition to providing the leader with ammunition for later 
minor objectives. The leader should never fail to go back and 
consider points that he says he will, even if it is only to rule 
them out. In fact, from time to time the leader will find it moBt 
effective in clarifying the whole position to put things on the 
board for discussion which he intends to rule out through the 
discussion. 

There are two ways in which the leader can approach the 
problem of discussing the minor objectives in Step II. One is to 
concentrate at the beginning of the Drawing Out period in Step 
II on getting the minor objectives listed on the board and then 
go back and discuss each one separately. In such cases, it is 
often wise to devote a separate page to the statement and 
discussion of each minor objective unless its scope does not 
warrant it. In any event, each minor objective and its discussion 
Bhould be separate and distinct and not confused with the others. 
The other method is to draw out one minor objective and discuss 
it to a conclusion and then to proceed to draw out another 
minor objective and discuss it. Both of these methods accom- 
plish the same over-all objective; however, it is desirable in 
the case of subjects which have a controversial tinge to get the 
minor objectives listed before starting the discussion so that the 
group knows that all phases will bo included. The leader can 
readily shapo out of the discussion of one minor objective the 
material which applies to others. The second method gives the 
appearance of a smooth, natural flow to the discussion and, of 
course, can bo used to advantage from a developmental con- 
ference standpoint. 

Step III, Acceptance, requires sufficient board work to make 
sure that the group understands wlmt it is accepting. There is 
usually some rephrasing and rewriting of the minor objectives 
to be done in this connection since the final review may disclose 
certain relationships between them which were not apparent 
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when they came up individually in the discussion. It may be 
necessary at times to telescope one minor objective into another 
if the two are identical in nature. Upon occasion it may be 
desirable to rearrange the minor objectives in a final logical 
sequence as an aid to group acceptance. This should not be 
confused with the actual summarizing which is accomplished 
in Step IV, Summation. As we know, Step III accomplishes 
the securing of group acceptance prior to the formation of the 
actual summarization of the discussion. 

It is essential in Step IV, Summation, that a clean-cut, well- 
phrased summarizing statement Iks written on the board Btating 
the final over-all conclusion with respect to the major objective. 
In some instances, such as when a list of possible actions or rules 
has been set up, the summation statement may consist of Buch a 
phrase as, “These, are the rules for use in handling complaints.” 
This has the effect of clearly summarizing a discussion in which 
the key points have already l wen listed during Step III as part of 
obtaining group acceptance. W« must not forget that in many 
oases the inclusion of a definite, clean-cut statement of the 
conclusion is absolutely necessary since this statement itself 
makes up the entire conclusion. 

As a (general rule, board work appears only occasionally in 
Step V, Association. It does apjwar, however, when there is 
need for concrete expression of the tie-in between that major 
objective and the others in the scries or with the company’s 
policies. 

During our treatment of the use of the easel and board work 
in shaping and controlling a discussion, we have, of coarse, 
placed a great deal of emphasis upon it. It must be borne in 
mind, however, that the discussion, not the board work, is the 
main objective of the conference and boardwork should be 
matched to requirements and not, overdone. Skill in making 
this adjustment comes with experience and it is seldom that an 
individual will overdo the board work. One factor that must 
always bo kept in mind in connection with board work is the 
bad effect of turning one's buck on the group and writing during a 
discussion. It is best In focus the group's attention upon the 
things that are placed upon the board as they are being plaoed 
there. The leader will find it grind practice to repeat what he is 
writing as he writes it, particularly in cases where notes are being 
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taken. Regardless of this, however, it has the advantage of 
tying the board work into the discussion vocally. 

THE USE OF COMPARATIVE DISCUSSIONS 

Comparative discussions are very valuable to the leader both 
in drawing out sufficient discussion and in helping to shape the 
discussion. Whenever an impasse is reached, it can often be 
broken by having the group make a comparison of the advantages 
and disadvantages of the subject under discussion, desirability 
versus undesirability, or even a simple comparison between two 
possible procedures that might bo used. The leader should 
also keep in mind that if he reaches an impasse in discussing the 
positive side of a question, he can wry often inspire the discussion 
that he wishes and bring out pertinent points by changing over 
and exploring the negative. At times, a skillful leader will 
deliberately take a viewpoint opposed to that of the group in 
order to provoke the discussion and have the group attempt to 
convince him. 

To handle such situations properly and know what to shape out 
as irrelevant, it is most important that the loader be thoroughly 
acquainted with the subject under discussion. He does not 
have to bo an authority but he should have enough general 
knowledge to be able to sense and evaluate the trends and act 
upon them. Without a knowledge of the subject ho is quite 
likely to miss the pivot points or unwittingly to select the wrong 
angle of it for discussion or clarification. 

Upon occasion, the leader will llml it most effective to crystal- 
lize an individual's ideas or the group's reactions through the 
use of suggested similar situations nr words for comparison. 
For instance., if the group was doubtful about the use, of the word 
“strango” in the statement of a minor objective, nr a conclusion 
such as "a new employee may make errors because he feels 
strange in new surroundings,” the lender could suggest the 
word “nervous” and the, resulting discussion should definitely 
defino the exact shades of meaning desired. It is always wise 
to provide, sufficient comparative discussion to keep the discussion 
vital and alive, and in the correct channel. It will bo found that 
such a simple device as listing both the, advantages and dis- 
advantages of the subject under discussion will do much to keep 
the discussion on the beam. 
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SOME ADDITIONAL POINTERS RELATIVE 
TO THE USE OP QUESTIONS 


In the chapter, Questions and Their Use in Conference Lead 
tog, we explored the u*e of the basic, typm of questions in shaping 
the discussion. A few additional points should be brought out 
and certain features that have been previously discussed should 
be stressed oh they relate to the development of a leadership 
technique through actual practice. It is generally tho experience 
of most key leaders that the initial conference leading attempts 
of anew leader show a tendency to overlook the relay and reverse 
questions. This, of course, is due largely to the leader’s attempt- 
ing to take on too much of the load himself instead of keeping 
the group working to its utmost limit. It is through the group’s 
exploration of the subject under discussion that the facts are 
brought out, the necessary shifts in zones of knowledge obtained 
and group aeceplanee achieved. Although it is a natural 
tendency to do so, until he is familiar with conference leading, 
the leader should make definite attempts not to do too much 
talking in the sense that he is trying u> sell his ideas for, oven 
in the Informational type .if conference discussion, the Shaped 
Developmental handling is most efTertive. 

On those rare occasions when a memlx*r of the group attempts 
to put the leader on t he spot or tends to oppose him, the relay 
question is very effective since it results in the intended arrow 
for the leader living directed to another member of the group 
for an answer. This method of treatment holds with respect to 
items that do not have any jjvrwomd angles. It usually comes 
as quite a shock to the group meml«*r to find that he has put 
tho wrong man on thu spot through his ill-advised attempts at 
heckling. Of course this must tm done with a certain amount of 
skill and smoothness so that the group member is not really on 
the spot, for u Zone .1 man should he selected. 

Tho leader will find the reverse question particularly useful 
in heading tiff the lotptucintis talker or the one who is insisting, 
perhaps in all sincerity, upon the discussion of things that arc 
not relevant and that are not dearly outlined in his own mind. 
Thia is easily achieved merely by asking, "Will you please 
phrase your thoughts iti a brief statement so 1 can write it on 
the board?" Almost invariably the group member concerned is 



264 CONFERENCE LEA DERSHIP IN BUSINESS AND INDUSTRY 

slowed down when ho is called upon to put hie ideas into written 
words. Of course, there will be instances whore he will be able 
to do so; in those cases, the item is placed before the group and in 
the mind of the leader in such a fashion that it can be ruled upon 
without confusion. Where his ideas are vague and indistinct, 
the individual will tend to admit inability to phrase it right now 
and the leader can go on with the discussion quite sure that the 
individual will either deliberately fail to bring up the irrelevant 
point again or that lie will drop out of the discussion for awhile 
to try to phrase clearly what he had in mind and then bring it 
back to the leader's attention in such form that the leader can 
size it up and deal with it. All of us are no doubt familiar with 
the individual who really knows what he is talking about but 
who hesitates to push himself forward and, as a result, a-slra a 
question which, when scrutinized, shows that he is really begging 
to be asked to talk. Sometimes it is surprising to the leader 
to find that quite often an individual who asked him a question 
merely wanted to be invited to talk about the thing himself. 
In such cases the leader should use a reverse question to do the 
drawing out. 

During the time that a leader is obtaining group acceptance 
in Step III, Acceptance, he will find that the discussion may vary 
between rather wide limits with respect to its being directly, 
closely, or slightly related. This is natural because in "getting 
on board” individuals often have some little phase of the question 
that they want to bo suro is properly related to the conclusion. 
Thero is a very simple test that can be used to find out just how 
vital this minor variation is to the individual and the discussion. 
As an illustration, the leader can say, "Well, you wouldn’t 
fuss too much with this statement ns it is, would you? ” This 
forms a direct test of his acceptance of w’hat has been determined 
upon; many times it will develop that it was just an unimportant 
point that the individual wanted cleared up but was not particu- 
larly concerned about. If this is not so, this slight test of his 
willingness to compromise will certainly bring out what he has 
to say on the subject. 

There is one thing in particular that the leader must constantly 
keep in mind tw he formulates and uses his questions during a 
discussion. Thero is a definite need for rephrasing, to a slight 
degree at least, questions asked by individuals in the group 
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when they are vague, ambiguous, or confusing in natnm t 
addition, the same treatment must be neeoMlo^ ?. , In 
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tte preacher, and the glib salesman in his manner of Hpeaking! 

othing is further from the truth, ns was pointed out earlier in 
our study of lead™ hip. Conferences will remain a praS 
Md necessary part of business and industrial activities. They 
wdl ontmue to be conducted by supervisors and executive^ 

^ir n °r*T lH to apI,it * ve «"«P understanding and 
acceptance rather than to convey and sell the idea of great 

individual fluency amt shaking ability. There are, however 

T P raet,cal Pwnta «« to s]M>aking which cannot help being of 
value to all of us in our leadership work. 8 

stvlM^r A dire S B, “ l ft ppr*.ae|«, there are really only three 

Sll T1,P ** Mi * hl *« ^nned the oratoS 

1 meeting technique 

individual Participation, or even 

nations m thought, flu main purpose is to appeal 
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to the emotions and to achieve thought or action along certain 
specific lines desired by the speaker. At the other extreme, we 
find the ordinary conversational manner of speaking which is 
wholly an invitation to discussion, participation, and the expres- 
sion of individual ideas and reactions. It lacks definite inten- 
tions of guidance, shaping, and controlling. All other styles of 
speaking represent combinations and variations of those two, 
with one or the other predominating depending upon the objec- 
tive sought. In the case of conference leadership a third type 
of speaking is used. It consists of a combination of such elements 
of the first type as are needed to make sure that the conversational 
style can l>e given the direction and control required by the 
leader without manifesting the Type 1 meeting features of the 
oratorical stylo. It can readily Iks seen that, where the group 
is concerned, the manner of speaking must have some elements 
beyond that required in a simple conversation although the chief 
objectives are the same. There must be some elements of 
presence and control if the necessary guidance is to result. 
It is not intended that wo investigate or discuss these styles 
of speaking at any great length hut rather that we shall consider 
a few of the mechanics of speaking that will be of advantage to 
the leader. 

Ono of the first things a leader must realize is that he must 
talk at such a level as to command attention. If he does not 
raise his voice enough to make it carry and override the general 
conversation or does not give it sufficient force to be distinctly 
and clearly heard, ho will have difficulty with his leadership 
regardless of how well he knows the principles involved. This 
does not mean that he must take on the oratorical or preaching 
style. Rather he should attempt to retain the invitational 
features of the ordinary conversational tone and manner but 
give his voice sufficient power to carry and be hoard. He must 
remember that, in a way, he is broadcusting and he must supply 
sufficient energy to activate the receiving stations, which are the 
members of the group. There is ono way which is certain to 
make the voice carry anti at the mime time save effort. It is to 
pitch the voice a tone below the conversational tone and to talk 
with the diaphragm rather than merely with the tongue and the 
oral cavities. Tills automatically pitches the voice a tone lower 
than the normal conversational tone and uses certain frequencies 
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which, when given sufficient power and drive, will enable the 
leader to talk effortlessly and effectively over long periods of 
time. As a matter of interest and rherkup of what we have said, 
the leader will find it an interesting experiment to cup both of 
his hands behind his cars and listen to his own voice. This 
rives a clear picture of how your voice Hounds to others and is 
often used by singers, speakers, and radio people to cheek the 
pitch, tone, and carrying power of the voice. It often comes 
L quite a surprise to find that everyone, can sp«»k m two different 
anges, their usual conversational range and a lower range 
activated by the im of the. diaphragm. There arc, of course, 
some people who naturally talk in the lower range, at all times. 
Thus we find that, if w« pitch our voice in the lower range and 
give it the necessary power to carry, at the same time retaining 
insofar as possible the, conversational invitation to discussion, we 
will have achieved the mniii requirements. 

As we have mentioned l*efore, the lender must lie mire to use 
complete phrases and senloneeH when he is talking. Failure 
to do bo makes for confusion and garbling which Imcomn not 
only difficult to follow, but extremely firing to others. Them 
should tea reasonable variation in the emphasis plaml on differ- 
ent phrases ami words so ns to rol«.r wlmt is said. This does 
not need to be. done, in a self-ennscioMH or art ificial manner hut 
Bhould be done ns a result of the natural emphasis given hy 
devoting alt one’s efforts ami energies to what he, is saying and 
thinking. A very simple and effective device is to nw. varying 
intensities from lime to time. ,fu»t ns effective emphasis can 
be placed on what i* to Is* given importance by lowering the 
voice after a peri**! of normal talk ns through raising it still 
higher. It is always desirable to ejieak naturally and to provide 
natural breaks in the flow of words sinre pauses for assimilation 
of ideas and digestion of thoughts an* desirable rather than 
harmful. It is only tie* nnwarrantinl pause that is confusing 
and detrimental to the discussion. 

"Very few of us in our ordinary day-to-day conversations arc 
comdmiH of the fact that when *|w*»king to a group, we should, 
in a Benue, tend to throw our v«4ee w lit re we want it. If we arc 
in conversation with someone standing Is-ddc us, we tend to 
talk to them in a tone which is pleasant and which they call 
hear but not as if we wen* trying to make someone a block away 



268 CONFERENCE LEADERSHIP IN BUSINESS AND INDUSTRY 

from us understand what we are saying. When we are talking 
to a group, however, we fail to realize that there is a compromise 
between these two extremes. We should aim our voice according 
to where we want it to go. The act of aiming will be useless 
unless wo adjust the energy and level to permit it to reach its 
objective with sufficient energy left so that it can actually be 
heard and understood without difficulty. The orator or preacher 
does not expect a return and he drives his voice out without any 
intention that it shall be picked up and returned. A conference, 
however, is more like tennis or ping-pong in which the leader and 
the conferees as well wish to make their voices carry to others 
with sufficient energy to do the job but not at a level that it will 
prevent its easy return by the recipient. The leader will find 
it interesting as well as desirable to aim. his voice subconsciously. 

There is nothing further from the requirements of a conference 
leader than the studied eloquence and mannerisms of the orator; 
however, he needs to have sufficient realization of those t.hing g 
that will give him the necessary shaping qualities in his speaking. 
Without doubt, the most common, fault is that of not adjusting 
the level or intensity properly so that ho may be heard without 
effort and yet not be loud to the point of tiring the group. The 
other major factor tics in directly with that thing which we 
called “presence” in our discussion of tho leader’s traits. The 
group likes to feel that the leader has presence and direction 
when he speaks but they do not want to feel that they are being 
forced. He should have a confident, pleasing manner of speaking 
with a complete absence of domination or overbearing qualities. 

THE LEADER AND HIS CHAIR 

To the uniuitiated, the loader’s chair would hardly appear to be 
a source of assistance in shaping and guiding the discussion. 
Since the leader can convey his impressions to the group in other 
ways than through his manner of speaking and his use of the 
eaael, ho will find that his chair will stand him in good stead 
as an indicator of what ho desires in tho way of discussion, in 
addition to helping him to adjust his own reactions to the 
discussion. 

By the very act of sitting down and showing interest in the 
group’s comments and reactions, he invites overhead discussion 
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or gives the impression of n willingness to permit discussion 
whether it be closely shaped or overhead, since the choice rests 
with him. Whenever he rises, the group instinctively expects 
him to take over the discussion or exert some influence upon it. 
In the day-to-day business conference, a leader will often find 
it effective to get momentarily to his foot when he wishes to 
influence the direction of the. discussion or to state or summarize 
the major or minor objectives. This is a most natural procedure 
where the easel is used and the leader rises to write upon it. 
However, in those day-to-day business conferences which may 
not use it, he can rise anti move about or iu other ways direct 
the group’s attention to himaeir. 

The leader should rememisjr that the chair is the only place in 
which he can really relax; when the discussion is going well, he 
should make use of it for, os mentioned above, it is conducive to 
free discussion. Whenever the leader tends to get excited, keyed 
up, or concerned, he will find it helpful to sit down in his chair 
and listen to tho discussion to determine what ia going on in 
addition to relaxing himself automatically. Remember the old 
adage of the prize ring that to relax and overcome nervousness, do 
stomach breathing, which, by tho way we have found is also 
conducive to effortless speaking. 

The leader soon learns that his motions and actions can be used 
to advantage since they give unconscious hints to the group as to 
his reactions and desires. Many times, the mere act of rising 
from the chair and picking up the crayon to write on the board 
will slow down and even end the discussion as the group looks 
toward the leader. Likewise, when the leader sits down and 
relaxes, the group automatically gets the impression that the 
discussion can go on at will. 

DERIVING THE MAXIMUM BENEFIT FROM THE USE OF 
ILLUSTRATIVE EXPERIENCES 

As tho lcwler gains facility in the use of his leadership tech- 
niques, ho will find that illustrative experiences given by both 
the group and hinimtlf will do much more than add interest to 
the discussion and give it a general stimulation. We have 
previously mentioned the use of illustrative experiences for the 
leader as a means for transmitting Zone A information on an 
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authoritative basis as well as for sowing seeds for use later in the 
discussion. In addition, illustrative experiences can do much 
to shape and guide the discussion. 

One of the more skillful uses of illustrative experiences is to 
provide discussion of minor objectives in such a manner as to 
keep it within the directly and closely related field with respect 
to the subject. Some leaders find it a little difficult to procure 
well-rounded drawing out discussions in connection with minor 
objectives that do not, on the surface, appear to have a great 
deal of natural group interest. This is often offset through the 
leader's calling for or inspiring the recitation of an illustrative 
experience relating to the minor objective by one of the group 
members and centering the drawing out portion of the discussion 
about it. After it has been used to draw out the necessary 
points and the zone shifts achieved, the discussion can readily 
be shaped into Step III, gaining acceptance of the principles 
involved followed by summation. At times, the leader may 
find it desirable to supply the illustrative experience himself 
on either a direct or hypothetical third-imrson basis. We must 
not get the idea, however, that tho discussion should be merely a 
Berios of illustrative experiences. A good discussion is far from 
this but a sufficient number of illustrations should be used when 
necessary to center the discussion about a particular phase of the 
Bubject in order to shape it or to provide stimulation. The leader 
will find it desirable to have an illustrative experience in reserve 
when he calls upon the group for one so that he may introduce 
it if they fail to produce one. Illustrative experiences of the 
third-person hypothetical type do not have to bo absolutely 
bona fide experiences but should be based upon sound facts 
and colored with the knowledge of experience. 

Very often when tho discussion reaches an impasse or becomes 
eomewhat confused, an illustrative experience that is specific 
and that applies the principles under discussion is an indis- 
pensable, natural means of shaping and guiding without making 
it too obvious. In his preparation for a conference, tho leader 
should give definite thought to providing illustrative experiences 
and should settle upon a number which ho can use if and when 
the need for them becomes evident. This advance thought 
and preparation do much to ensure tho use of illustrative experi- 
ences that have a bearing on the subject and that will achieve 
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the results desired, for the use of a vague, slightly related and 
poorly tied-in illustrative experience is juBt as likely to cause the 
group to veer off on a wrong phase of the discussion as is an 
improper choice of direction at a pivot point. 

VARIATIONS IN THE USE OP THE 
SPECIFIC CONFERENCE DISCUSSION PROCESSES 

Our previous study of the three specific conference discussion 
processes dealt with them in a direct manner although it was 
quite evident that the specific conference process used for the 
various minors would vary and the nature of the over-all discus- 
sion of the major objective would be determined by that which 
predominated. There are, however, a few variations in the use 
of the specific conference discussion processes which can be 
brought home to the leader during practice leading sessions or in 
connection with his first actual leadership experience. 

After Step I, Approach, of the over-all conference discussion 
process accorded the major objective has been completed and 
the leader guides the discussion on into Step II, Drawing Out, 
he has a positive test of the effectiveness of his approach since 
the development of the minor objectives and the discussion 
accorded them by the group is a definite function of the concep- 
tions gained by the group in Step I. In some cases, it will be 
found that the tie-in between the statement of the major objec- 
tive, which is crystallized in the summation of Step I, does not 
clearly indicate the scope, limits, and nature of the minor objec- 
tives desired. With sub j ects of a somewhat general rather than a 
specific nature, this is sometimes difficult to achieve and the 
experienced leader will choose to handle the first minor objective 
on an Informational discussion basis so as to give the group a clear 
understanding of the type of minor objectives to be discussed as 
well as whether the discussion deals with the specific or the 
general phases of the question. The remainder of the minor 
objectives can then be developed on either a Purely Develop- 
mental or a Shaped Developmental basis depending upon the 
treatment required. The wise leader will resort to this variation 
in handling when it becomes evident that the tie-in between 
the major and the minor objectives is not dear to the group. 

One of the most direct indications of a leader’s skill is his 
ability to handle an Informational discussion on a Shaped 
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Developmental basis as long as it is going in the direction that 
he wishes it to go and to resort to a direct Informational treat- 
ment only when he has to do so. Even then, the skillful leader 
will avoid giving the information to the group himself on a direct 
lecture basis for, if he can inspire a group member to ask him a 
question so that he can supply the information required on an 
authoritative basis, the group will feel that the discussion is 
developmental in nature. Many times, a group will definitely 
view the discussion as having boon of a Shaped Developmental 
nature in which they sot up and determined the conclusion when, 
from the leader's standpoint, it was Informational. There are 
few things more intriguing to watch than the skillful handling 
of an Informational conference discussion in such a way that 
the group has a definite feeling that it is Shaped Developmental. 
Of course, there are times when the leader must resort to a 
clear-cut unmistakable Informational handling. However, this 
should be avoided whenever possible. 

EVALUATION OP THE GROUP'S REACTION AS TO TYPE OF 
DISCUSSION HELD VERSUS ITS TRUE NATURE FROM 
THE LEADER'S OBJECTIVE AND STANDPOINT 

In the previous section wc mentioned the fact that the skillful 
leader could handle an Informational conference discussion in 
such a manner that it would give the group a distinct feeling 
that the discussion was of a Shaped Developmental type. This 
brings up a most interesting point relative to the difference 
between the group's reaction as to the nature of the discussion 
and the actual naturo of it from the standpoint of the leader’s 
actions and objectives. In Chap. XIII, Discussion Control 
and Guidance, we used the chart on the quality of discussion 
check, Form LT-2, to indicate the nature of the over-all discus- 
sion of the major objective from the standpoint of the leader’s 
action. Thus wo found that the discussion might fall between 
Informational and Shaped Developmental or between Shaped 
Developmental and Purely Developmental instead of on one 
of tho three specific typos, This scoring was made with only 
one thing in view and that was tho nature of tho discussion as 
determined from the standpoint of tho leader’s action. We must 
remember that tho leader's intentions and motives entered into 
tho determination of the typo of discussion. 
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When the group’s reaction as to the type of discussion Vip-H ia 
charted, it will generally be found that, unless the diseuBaion 
takes the form of an absolutely clean-cut Informational or 
Purely Developmental and is unmistakable, the group's feeling 
will be quite different from the scoring made from the leader’s 
action standpoint. In fact, this factor sometimes confuses the 
group members during a practice session when the constructive, 
critical discussion is held and the result scored on Form LT-2 
is discussed. They have a feeling, based upon their discussion 
experience, that the discussion was, for instance, Shaped Develop- 
mental slightly on the Purely Developmental side while the 
check of quality from the leader’s action standpoint recorded 
on Form LT-2 shows distinctly that it was Shaped Develop- 
mental with a definite and pronounced tinge of the Informational. 
With a skillful leader the chart can show that the discussion 
was slightly over the halfway point between Shaped Develop- 
mental and Informational and thuB really Informational in 
nature, while the group’s reaction will be that it was Shaped 
Developmental slightly on the Purely Developmental side. 

The key leader will find it prevents confusion during praotice 
leadership sessions to provide a scoring of the group’s reactions 
as to the nature of the discussion in addition to the scoring made 
on Form LT-2 from the leader’s standpoint. An illustration of 
actual double scoring is shown below. In the case shown, the 
discussion from the leader’s action standpoint was definitely 
well over toward the Informational with a Shaped Develop- 
mental handling while the group was absolutely convinced that 
they had experienced a Shaped Developmental discussion in 
which they determined the conclusion. This shows the result 
of akillful handling of an Informational conference discussion. 
Care should be taken to chart the group’s reaction before 
informing them as to the scoring based on leader's action on 
Form LT-2. 
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DAY-TO-DAY BUSINESS CONFERENCE HINTS 

In many impromptu, day-to-day business conferences, the 
leader will not have the opportunity to use an, easel; in some 
Instances it would not bo desirable, particularly in a business or 
industry where it is not as yet a familiar practice. The easel 
does aid the leader in making sure that group members have a 
uniform mutual understanding of the major objective as it is 
clarified in Step I and summarized at the end of it. Furthermore, 
the discussion of a particular minor objective will be more likely 
to keep on the beam when there is an accepted statement of it 
on the easel before the group. 

When an easel is not used the leader of a small, informal, 
and impromptu day-to-day business conference should not 
healitatn to make full use of pencil and paper even to the point 
of supplying the group memlters with them. This enables him 
to have them get it down so they can see it. Ho can have the 
group write the major objective in its final, accepted form at the 
end of Step I as well as the phrasing of the minor objectives as 
they arc discussed. When Step III, Acceptance, and Step IV, 
Summation, are reached the same techniques can be resorted 
to with highly Ixmeficial results. 

In practices sessions, key leaders should not fail to conduct at 
least a few of the practice leading trials on this informal and 
impromptu conference basis. In many such conferences, the 
group does not gather around a conference table but occupies 
chairs in the office of the leader or the member who called 
the conference. This is an excellent type of conference to 
introduce into tho three-day leadership training program for 
foremen and first-line supervisors as well as the five-day 
program for supervisors and officials above tho second line of 
supervision. 

As was pointed out in the chapter on leader training programs, 
small, readily portable ami easily used easels should be supplied 
in business and industries where definite leadership training has 
been given. Although some conference groups may have a 
tendency not to use easels where the leader or the group members 
have not had leadership training, once such training has been 
given, this feeling is automatically broken down. In the majority 
of oases, the leader and the group will use easels naturally and 
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instinctively for they -will have been convinced aa to the important 
part they play in conducting a satisfactory discussion. 

There is one feature of the day-to-day business conference 
and meeting conducted by foremen and first-line supervisors 
which relates to conference planning and leader’s outlines. It is 
the direct use of narrative material by simply underscoring or 
using an asterisk to indicate the major and minor objectives, 
conference steps, and key ideas. This, together with brief 
marginal notes, can be used quite effectively by such leaders 
whose background and training may not fit them for the more 


exact methods of preparation. < _ _ 

One of the most prevalent questions in a leadership training 
conference relates to the participation of the leader as a conferee 
in day-to-day business conferences. Based on past experience 
in such conferences, many feel that such participation is unavoid- 
able and perfectly natural. On the other hand, a study of the 
principles and practices of leadership shows that a satisfactory 
group discussion must have definite and concrete leadership by 
one individual if effective, worth-while discussion is to result. 
From a practical standpoint, however, in the day-to-day business 
conference, the leader of the group may be the ranking super- 
visor or official present and also an authority on a particular 
phase of the business and desires to participate. The sMliu 
leader will, whenever possible, make sure that an associate is 
present within the group so that he can devote his full attention 
to handling the discussion. However, when this is not possible, a 
discussion can be handled with the leader acting m a dual 
capacity, providing lie is careful to show by his manner and hi 
actions when he elects to participate as a conferee. If the 
leader becomes overconcerned or intent upon his parhcipa 
as a conferee he is likely to prejudice a discussion or xeduce its 
effectiveness. In the Shaped Developmental or the Pmely 
Developmental, it is wisest for him to refrain from participatmg 
as a conferee since the group has the necessary iBfomationto 
reach the conclusions. When the discussion is on the ^ 
tional side and he is an authority with a particular mterest 
support, it is much easier for him to participate as a conferee 
and maintain his functions as leader since, in the Informational 
conference, it is only natural for the leader to contribute informa- 


tion directly to the group. 
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Whenever possible, it is wisest for the lender to set up the 
conference group in such a manner that it will not be nece ssa ry 
for him to participate to a large degree as a conferee. As 
mentioned above, this can readily bo done by having an associate 
ora subordinate present as a con f eree. H owever, when it cannot 
be avoided, dual action as leader and conferee must be achieved 
through skillful work on the part of the leader. It will be found 
highly desirable to reduce the periods of participation as conferee 
to a minimum. 


CONCLUSION 

In conclusion, we must again point out that during our study 
of conference leadership we have been considering each of the 
details at length and may, its a result, have given an unavoidable 
feeling of complexity to what hi the final analysis is a most 
natural and relatively simple subject. We have been looking at 
each of the trees in the forest which may cause us to miss the 
beauty and simplicity of the forest formed by those trees when 
properly combined. The host plan is to assimilate the material 
thoroughly, perform the necessary practice leading, make the 
analyses and comparisons, and them, when actually conducting a 
conference that has been properly prepared, depend upon our 
subconscious mind to provide a general guidance. We should 
avoid attempting to give detailed consideration to each little 
phase of our leadership technique, for such attention to details 
will not only lead to an artificiality of manner that is fatal but 
will also cause us to miss the trends in the discussion that must be 
caught and used. Remember the disaster that overtook the 
golfer who, after taking complete lessons on how to drive a 
golf ball, made the mistake of trying to watch each motion in 
detail ns he actually drove the ball and thus was never able to 
achieve a smooth-flowing drive. Unification of action comes 
through practice, it is true, and through mastering the details but, 
above all, through not watching these very details too closely. 

Like any other skill that we achieve, practice is essential if wo 
are to develop it to the. highest degree and to maintain it at a 
reasonable level. Our practice should bo as continuous as 
possible. This is no problem whatsoever in conference loading 
since many of the principles and methods can be used most 
naturally in our day-to-day contacts, conversations, and social 
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as well as business meetings, This gives a real understanding 
and keeps our knowledge and skill fresh and usable. Shaping, 
guiding, and controlling fortuitous conversations and discussion 
which we experience in a continuous Btream give as much 
opportunity for the practical and satisfying use of the principles 
as is necessary to keep our skill alivo for use in our day-to-day 
business conferences, formal conferences, and training confer- 
ences, The use of the basic types of questions is not restricted 
to our conference sessions but is an inherent part of all of our 
relations with people; once we understand them we will find 
that they play a continuing part in all our conversations. In 
fact, we have always unconsciously used them for we instinctively 
ask questions that provoke discussion or tend to urge the other 
participants along toward the achievement of a conclusion. 
As we pointed out when we started our study, conference leader- 
ship is nothing more nor less than an attempt to arrange and UBe 
the natural, practical, everyday skills that we experience in our 
relationship with our fellow human beings, 

Finally, don’t forget that conferences and conference leading 
are the most natural of human activities, They are after all 
merely conscious applications and outlets of the instinctive 
human desire for conversation and the exchange of ideas and 
reactions with those about us, 
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152 

Competitive urge and women, 247 
Completion rpiisses, 33, 68, 125, 
ISO 

Concentration, individual, 65 
power of, 120 
Conferees, women, 230 
Conference, duy-to-day business, 1, 
7, 110, 121, 131, 137, 188, 204, 
208, 274 

defined, 10, 11, 14, 60 
existence of, 10 
formal business, 208 
intercompany, 113 
interruptions, 200, 215 
inlrnoumpnny, 113 
purely training, 114, 208 
reasons for failure, 16 
sales training, 114 
settings for day-to-day business, 
215 
linos, 10 

Conference arrangements, 213 
Conference chairs, 210 
Conference control, hints and aids, 
181 

Conference discussion, checks of the 
effectiveness, 102 
over-all reactions, 162, 178, 170 
chock of quality, 162, 160, 170, 
175, 183-185 


Oonfcrcnco discussion, defined, 64 
How diagrams, 162, 163, 164, leg 
over-all nature of, 67 ’ 

planning, 188 
steins in, 203 

Conference, discussion processes, dis- 
linctiana between, 71 
Conference groupB containing 
women, 230 

Conference, high lights, recording of 
212 ’ 
Conference leader, attributes of. 148 
140 

ability to keep ahead of dis- 
cussion and sense its trend 
150 

ability to perceive sig n ifinnneg 
as it relates to disnimrinn 
trends, 154 

ability to sum up and evaluate, 
150 

an active, quick-working mind, 
140 

an even temperament, 153 
a fret', oral expreasion, 140, 160 
a lack of executive complex, 
152 

a proper sense, of humor, 161 
a spirit of humility, 161, 152 
desirable traits and character- 
istics of, 55, 140 
rating or, 101, ICO 
Conference leading, applied, 3 
munitions and problems, 128 
Conference leadership, appreciation 
of, 218, 210, 234, 235, 237 
business applications of, 1 
five-day training program, 228 
human relationships of, 1 
misconceptions of, 4 
simplicity of, 270 
as a time ami money savor, 8 
uses of, 3 

Conference leadership training pro- 
grams, 217, 218 
first-linn supervisors, 220 
four typos of, 218, 237 
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Conference leadership training pro- 
grams, four types of, appre- 
ciation program, 234 
five-day program, 228 
three-day program, 231 
two-week program, 223 
planning, 218 

Conference material, preparation of, 
191 

Conference notes, 213 
Conference outlines, 188, 189 
Conference planning, 182, 188, 208 
Conference problems, nature of, 
128 

Conference process, retrogression in, 
01 

Conference record, 213 
Conference room, 209 
furnishings and equipment, 210 
Conference schedules, 213 
Conference seating, planning, 117 
Conference secretary, 209 
Conference setting, 208 
basic requirements, 208 
importance of, 208, 216 
Conference situations, intangible 
factors, 142 

Conference supplies, 211 
Conference table and chairs, 210 
Conference visitors, 140, 213 
Confidence, 130 

Continuing leadership training, con- 
tinuing observations, checks 
and assistance, 222 
continuing program of leadership 
training, 220 

five major steps in, 219, 220, 221 
follow-up checks and assistance on 
the job, 221 

provision of trained conference 
leaders, 216, 220 
refresher training, 221 
Contributions of zone A informa- 
tion, 102, 123, 176, 269 
Conversation, 1, 6 
"Cook’s tour" appreciation of con- 
ference leadership, 218, 219, 
234, 236, 237 


Cook’s tour" appreciation of con- 
ference leadership, suggested 
material, 236 

"Cook's tour” program, 234 
Correct leadership, significance of 
96 . 

D 

Day-to-day business conference, 
hints for, 274 

participation of the leader aB a 
conferee, 276 
planning of, 204, 276 
settings for, 215 
Dealing with people, 147 
Decision, by authority, 10 
delegation of, 11 
Deductive reasoning, 23, 24 
use of, 26, 241 
Deferred items, 260 
Delegation of authority to groups, 
11 

Desire for self-assertion, 6 
Developmental conference, 7, 9, Il- 
ls, 16, 18, 44, 60, 61, 66, 68, 71 
benefita of, 67 
Differences, law of, 240 
Digression from subject, 131 
planned, 132, 133 
Direct objective, 200, 203 
Directed question, 101, 102, 186 
Discussing the minor objectives in 
Step II, 260 

Discussion, advancing of, 103, 104, 
160 

basio types of, 60, 63 
character of, 169 

clarification and definition of, 63, 
64 

flow of, 182 
guidance of, 160, 181 
over-all nature of, 176 
overhead, 64, 65, 68, 83, 89, 102, 
103, 118, 174, 268 
path or flow of, 161 
rating chart, 178 
reoord of, 177 
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Discussion, recording nature of, 178 
stage of, 96 

topical outline arrangement of, 
258 

Discussion content and flow, plan- 
ning of, 202 

Discussion control, adequacy of, 172 
Discussion control and guidance, 160 
fundamental rules, 160 
Discussion flaw diagrams, 101, 163, 
164, 167, 168, 175, 180, 101, 225 
Discussion operation, 60 
closely shaped, 64-68, 83 
methods of, 64, 65 
overhead, 04, 85, 68, 83 
Discussion pivot points, importance 
of, 250 

Discussion trend, 163, 108, 250 
sensing of, 143, 150, 154 
shaping, 101 
significance of, 154 
Distribution of discussion, 117 
Do's and don't* for the. leader, 256 
Drawing out, 36, 39, 08, 83, 80, 103, 
203 

Drawing out discussions, 270 
Dual individual characteristics, 118 

E 

Easel, A-typn, 211 
portable, 215 
use of, 181, 257, 261 
in shaping discussion, 257, 201 
writing, 37, 211 

Economy of conference leadership, 3 
Emotional low points, 121, 153, 243 
Emotional stability, 121, 153, 243 
variations in, 121, 153, 243 
Evaluation of group's reaction, 272 
Everyday business conferences, 
economy of time, 82 
needs of the, 80 
Executive complex, 152 
Executive jobs, 2 

Exercises and observations, 20, 84, 
45, 59, 70, 112, 126, 158 


Expectancy of acceptance, 12, 61 
73, 122 ’ 

Experiences, illustrative, 123, 150 
relation of, 105 

Expression of characteristics, effeot 
of competitive interest, 117 

F 

First-line supervisor, 217 
Five-day leadership training pro- 
gram, 228 
Flattery, 53 
Flow of discussion, 182 
Flow diagrams, 161, 163, 164, 167, 
168, 175, 180, 191, 225 
Fluency, true meaning of, 149 
Fluent talkers, 115, 117 
Follow-up questions, 103, 104, 171 
Frustration, 122 

Fundamental human urges, the two, 
47, 51, 56, 100, 242 
Furnishings nnd equipment, con- 
ference-room, 210 

G 

General conference process, 36, 44, 
07, 71, 72, 74, 220, 232, 247 
applications, 42 

comparison to normal thought 
process, 38, 40-41 
estimation of time required, 06 
Step I, Approach, 36, 30, 83, 86, 
202, 203, 244 

Step II, Drawing Out, 36, 39, 66, 
83, 80, 193, 203 

Step III, Acceptance, 30, 39, 74, 
83, 92, 203, 245, 260, 264 
Step IV, Summation, 37, 39, 83, 
94, 203, 245, 261 

Step V, Association, 37, 39, 83, 
96, 204, 245 

variations in hnndling steps in, 244 
women conferees, 244 
Generalisation, 41 
Group, attitude of, 129, 137 
reaction of, evaluation of, 272 
scoring of, 273 
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Group acceptance, 12, 14, 60, 79, 
82, 83, 90, 92, 138, 203, 246, 264 
change in, 94 
check of, 92, 260 
expectancy of, 61, 73 
foroing of, 250 

Group advantages of women con- 
ferees, 247 

Group concentration, factors in, 65 
Group contributions, 104 
Group control, loss of, 131 
Group participation, 12, 15, 54, 101, 
117, 136, 244 
Group personality, 128 
Group reactions, 95 
Group reasoning, 240 
GroupB, actions among, 133 
no zone A information, 135 
objectionable member, 137 
opposed to leader, 136 
personal abuse of one another, 
138 

radical individual, 139 
talks too much, 134 
timid individual, 139 
will not accept conclusion, 135, 
136 

will not talk, 133, 134 
containing women, 239 
Guidance, 65 

and effective board work, 267 
of discussion, 180, 181 
Guiding conference disoussions, 113 

H 

Handling discussions, 103 
Handling people, 2 
Hints on day-to-day business con- 
ference, 274 
How we learn, 21, 27 
Human contacts, range and Bcope 
of, 6 

Human side of conference leader- 
ship, 46 
Humor, 55 

and humility, proper use of, 161 


Hypothetical third person approach, 
243, 250 

Hypothetical third person question, 
106 

I 

"I want," 47, 48, 62, 56, 100 
"I want to be,” 47, 48, 52, 66, 100 
and women, 243 
Ideas, association of, 27, 87 
exchange of, 6 
Identification quizz, 97 
Illustrative experiences, 123, 160, 
173, 201, 269 

hypothetical third-person basis, 
270 

Impasse in discussion, handling of, 
133, 136, 262 

Indirect objective, 200, 203 
illustration of, 200 
Individual concentration, 56 
Individual contributions, 160 
clarification of, 259 
number of, 174 
sorting of, 259 

Individual dual oharaoteristics, 118 
Individuals, oharaoteristics of, 113, 
117 

Inductive reasoning, 23, 24, 241 
synthesis, 25 
use of, 25, 241 

Ineffective meetings and confer- 
ences, 16 

Inferiority, 51, 53 
inspired, 52, 242, 260 
safeguards against inspiring, 63, 
54 

a sense of, 4, 51 

Influencing individual character- 
istics, 113 

Information, contributed by author- 
ity in group, 173 
contributed by leader, 172, 173 
Informational conference, 60, 01, 67, 
68, 71 

Informational discussion, Step II, 90 
summation of, 95 
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Informational discussion process, 73, 
78, 83, 102, 240 

Initial conference session, 114, 116 
Inspired inferiority, 52, 242, 250 
prevention of, 54 

Inspiring inferiority in women, 242 
Intercompany conferences, 113, 117 
Internals, conflicting, 62 
Interruptions, conference, 200, 215 
Involuntary mental reactions, ad- 
justment of, 242 
Involuntary reactions, 230 
Irrelevant contributions, controlling 
of, 259 

Items deferred, 260 
J 

Job training, 28, 31 
administrative workers, 31 
Judgment, defined, 155 
formation of, 180 
in leadership, 155 

K 

Key conference leaders, 218, 223 
provision of, 210 
training of, 223 

Knowledge, rones of, 48, 60, 66, 82, 
83, 00, 182, 242 

L 

law or differences, 240 
Lead-off questions, 103, 104, 201 
Leader, ns an authority, 78 
and his chair, 268 
woman, 248 

Leader training, discussion observa- 
tions, 180 

Lender's actions, 130, 160 
Leader's attitude, 53, 108, 128, 120, 
142, 24B 

Lender's functions, 14, 16, 72 
Loaders, no formula for, 147 
Loader's notca, 201 


Loader’s outline, 191 
Sample A, 205 
Sample It, 206 
Sample C, 207 
Leader’s personality, 162 
Leader's personalised outline, 106 
197, 201 

leader's technique, 88 
adjustment of, 248 
Leader's thinking, timing of, 140 
Iicader's use of questions, 169, 171 
Leadership, 4, 5 
judgment iu, 155 
obligations of, 5 

training conference, 225, 230, 283 
Leadership methods, basis for, 46 
Leadership technique, 61 
adjustment of, 242 
fundamentals of, 46 
Leadership training, various super- 
visory levels, 217 

Leadership training program, five- 
day, schedule for, 231 
three-day, schedule for, 234 
two-week, schedule for, 226, 227 
Learner, the mature, 42 
Learning and ago, 30, 42 
five senses, use of, 27 
tho now job, 31 
Learning ability, 120, 121 
decrease in, 30 
Learning capacity, 120 
Learning process, job training, 29-30 
Logic, common sense of, 22 
Loquacious talker, 263 
Loss of group control, 131 

M 

Major objective, 63, 182, 102, 108, 
200, 201, 203 
association for, 204 
handling of, 198, 199 
and minor objectives, classifica- 
tion of, 200 
tie-in between, 271 
over-all discussion of, 271 
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Major over-all objective, summation 
for, 203 

Male mental pause, 121 
Male tendency for factual reasoning, 
248 

Matching quizzes, 44, 84, 146 
Mechanics of speaking, 206 
Meeting type, choice of, 15, 16, 18 
illustrated, 8 

which are conferences, 11, 12 
Meetings, conferences, 11, 12 
defined, 8 
defined, 15 
illustrations of, 8, 9 
possible types of, 6 
purpose, 7, 16 
reasons for failure, 16 
types of, 7 

Men, reasoning tendencies of, 241 
Mental pause, male, 121 
Mental reactions, involuntary, 46, 
67, 100, 241, 242 
Mental relaxation, 56 
Minor objective, 63, 160, 182, 191, 
192, 200, 201, 203, 245, 260 
acceptance, 92 
deferment of, 259 
discussion of, 270 
transitions between, 246 

N 

Natural aptitudes, 148 
Natural emotional cycles, 153 
Nature of conference situations and 
problems, 128 
New job, learning, 31 
Normal Thought Process, 21, 23, 35, 
88, 39, 67, 240, 241 
Normal thought process, comparison 
with teaching-learning process, 
28 

comparison with G. C. P., 38, 
40-41 

steps in, 22 • 

and women, 240 
Notes, conference, 213 
leader's, 201 


O 

Objectionable individual, 137, 138 
Objective, direct, 200, 203 
indirect, 200, 203 
major, 63, 182, 192, 198, 200, 201, 
208 

minor, 03, 160, 182, 191, 102, 200, 
201, 203, 245, 260 
Obligations of leadership, 5 
Observations of a discussion, 179 
On-the-job follow-up checkfl and 
assistance, 221 

Origins of conference problems and 
situations, 129 

Outlines, conference, 188, 189 
loader’s, 191 
personalized, 195, 197 
topioal, 190-192, 197 
Outside distractions, 139 
"brasB hat” visitors, 140 
external noise, 141 
interruptions, 140 
Over-all conference process, 74 
Over-all Stop I, 87 
Over-all subject, 192 
Overhead discussion operation, 64, 
66, 68, 83, 89, 102, 103, 118, 
174, 268 

Overhead question, 101, 102 
Overrunning Step II, 91 

P 

Participants, specialist, 214 
Participation, conferee, 3 
group, 12, 15, 64, 88, 101, 244 
individual, 3, 21, 48, 203 
of leader as a conferee, 275 
schedule of, 214 

People, actions and reactions of, 46 
classification of, 115 
dealing with, 147 
mature, 43 

typos of, argumentative^ 116, 117 
dear thinking, 116, 117 
cold logic, 116, 117 
phlegmatic, 116, 117 
quick trigger, 110, 117 
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Perception, of discussion trends, 154 
subconscious, 00 
Personality, group, 128 
leader's, 1(52 

Personalised leader's outlines, vari- 
ations in, 201 

Personaliitmg quest inns, 108 
Phrasing a question, 105, 106 
Pivot points, 250, 202 
types and variations, 257 
Planned digressions, 152, 133 
Poor talkers, 110, 117 
Practical psychology, 1 
Practical value of conference leader- 
ship, 0 

Practice leading sessions, 143, 108, 
180, 230, 255, 274 
assignment of subjects, 236 
Presence, 130 

Problems in conference leading, 128- 
129 

due to leader's actions, 130 
Process, definition of, 72 
Provocative questions, 103, 101, HI), 
172, 211 

Psychological cushions, 123 
Psychology, practical, I 
of teaching and learning, 27 
Purely developmental discussion, 
102, 10U, 171 
process, 73, 75, 83, 89 
Humiliation of, 95 

Q 

Quality of discussion, check of, 102, 
109, 170, 175, 180, 183-185, 225 
illustrative experiences, 173 
Questions, additional points os to 
use, 203 
answers to, 173 
basic types of, 102, 171, 277 
directed, 101, 102, 181) 
effectiveness of, 108 
favorable and unfavorable reac- 
tions, 107 

follow up, 103, 101, 171 
four basic types of, 101, 102 


Questions, hypothetical third person 
100 

judicious use of, 100 
lead off, 103, 104, 201 
overhead, 101, 102 
personalising, 108 
phrasing and wording, 105, 106 
power of, 5, 90 
proper phrasing of, 99 
provocative, 103, 104, 149, 172 
242 

relay, 101, 203 
reverse, 101, 203, 26-1 
shades of meaning, 105 
things to avoid, 107 
timing of, 143 
two elements of, 100 
use. in conference leading, 99, 100, 
171, 203 

uses of four basic types, 103, 277 
Quizr.cs, completion, 33, 08, 126, 186 
identification, 97 
matching, 44, 84, 145 
true-fuisc, 18, 57, 110, 157, 262 

It 

Radical individual, 139 
italing of conference leaders, 161, 
169 

Rating chart for a discussion, 178 
Reactions, 5, 100 
involuntary, 140, 230 
Reasoning, approaches to, 230 
in huHincss, 25 
deductive, 23, 2-1, 241 
use of, 25 
differences in, 20 
group, 240 
inductive, 23, 24, 241 
use of, 25 

uses in conference, 26 
Reasoning processes, variations in 
use. of, 240 

Reasoning tendencies, men, 241 
women, 241 

Reconciliation conference, 02, 63, 
68, 71 
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Reconciliation meeting, 60 
Record, conference, 213 
of discussion, 177 

Recording of conference high lights, 
212 

Reference books, 212 
Refresher training sessions, 221 
Related information, 201 
Relaxation, mental, 56 
Relay question, 101, 268 
Requirements of women conferees, 
246 

Resentment, 51, 52 
Responses, group, 104 
Reverse question, 101, 283, 264 
Room, conference, 202 

S 

Sales training conferences, 114 
Schedule of participation, 214 
Scientific method, 22, 23 
Scoring based on group's reaction, 
273 

Scoring based on leader’s action, 273 
Scoring nature of discussion, 272 
Seating arrangements, 117 
blind spot, 118 

day-to-day business conference, 
119 

fortuitous, 119 
illustrations of, 119 
Secretary, conference, 209 
Self-assertion, desire for, 5 
Self-expression, 123 
Self-importance, 22 
Shades of meaning of questions, 105 
Shaped developmental discussion, 
162 

Step II, 90 
summation of, 96 

Shaped developmental discussion 
process, 73, 76, 83 
Shaping and guiding the discussion, 
268 

ShiftB in zonos of knowledge, 66, 89, 
244 


287 

Situations in conference leading, 128 
due to leader’s actions, 130 
Skill in leading, development of, 143 
Solution of problems, 23 
Sources of conference situations and 
problems, 129 
group's ootionB, 133 
leader’s actions, 129 
outside distractions, 139 
Speaking, mechanics of, 265 
direction, 266 
emphasis, 266 
intensity, 266 
invitation, 265 
phrasing, 266 
pitch, 265 

three styles of, 265, 266 
conference, 266 
conversational, 266 
oratorical, 265 
tone, 266 
voice level, 265 

Specialists, attendance of, 80, 83, 214 
as participants, 214 
Specialized knowledge, contribution 
of, 80 

Specific conference discussion proc- 
esses, 71, 247 
variations in use of, 271 
Step I, approach, test of, 271 
Step-by-step procedure, in group 
disoussion, 35 

Steps in the conference process, 
hints on handling, 86 
Subject, losing sight of, 131 
Successful Step II, content of, 91-92 
Suggestions for woman conference 
leader, 247 

Summation, 37, 39, 83, 94, 203, 246, 
261 

Summation statements, 201, 204, 
261 

Supervision, 51 
day-to-day, 64 
second level, 217 
Supervisors, two kinds of, 4 
women, 239 
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Supervisory jobs and conference 
leadership, 2 
Supplies, conference, 211 

T 

Tables, conference, 210 
Teaching and learning, psychology 
of, 27 

Teaching-learning in administrative 
Work, 31 

Teaching-learning process, compari- 
son with normal thought proc- 
ess, 28 

comparison with G. C. P., 40-41 
four stops, 28, 210 
for theory training, 41 
and women, 240 
Telephone mils, 201) 

Temperament, even, 153 
Tost of individual acceptance, 201 
Text material, 212 
Third person question, 100 
Throe-day leadership training pro- 
gram, 231 

Three specific, conference discussion 
prut-emeu, 71-73, 80 
methods of bundling, 83 
u»c« and applications of, 81 
Timid individual, 130 
Topical outline, 100, 101, 102, 197 
adjustment of, 108 
application of, 103, 10-1 
conversion, 105 , 

personalising of, 108 
principle of, 101 
types of, 200 
wording of, 202 
Training, on-the-job, 28 
Training conference, 114 
teaching sequence, 224 
Training programs, conference lead- 
ership, 217 

Transitions between minor objec- 
tives, 240 

Trend of discussion, 168 
True-false quizes, 18, 67, 110, 167, 
252 


Typo of discussion, determination. 

272 ^ 

Type 1 mooting, 7, 8, 11, 12, 13, 16, 
18, 43, 141 ’ 

Types of moetingB, basis for, 7 
choice of, 43 

1, instruction, 7, 8, 11-13, 10, 18, 

43 

2, opinions requested, 7, 9, 11 - 18 , 

10, 18 

3, informational, 7, 9, 11-13, 16, 

10, 18, 44, 60 

4, developmental, 7, 9, 11-13, 16, 

18,44,00 

6, reconciliation, 7, 9, 11-13, 10, 
18, 44, 00, 02 

0, nonspecific, 7, 9, 11-13, 10, 18 
U 

Unconditioned reactions, 140 
Understanding, 30, 66, 67, 93, 120 
and experience in leadership, 266 
gaining of, 30 
of women conferees, 244 
Urgea, fundamental human, 47, 51, 
65 

Use of types of individuals, 110 
Uses of tho four basic typos of 
questions, 103 

V 

Variations, in emotional stability, 
2-13 

in handling Btcps in General 
Conference Process, 244 
in the involuntary use, of reason- 
ing processes, 240 
Visitors, effect on discussion, 140 
Visual aids, 211 

Voluntary reactions of people, 4 
W 

"Woman conference leader, sugges- 
tions for, 247 
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Woman loader, 248 
conducting a male group, 248 
and preparation, 248 
Women in business, 230 
and tlio conference, 239 
group reasoning, 240 
Normal Thought Procoes, 240 
reasoning tendencies of, 241 
teaching-learning process, 240 
Women conferees, 289, 251 
essential pointe, 261 
group advantages of, 247 
individual acceptance of, 245 
requirements of, 240 
understanding of, 244 
Women supervisors, 239 


Z 

Zone A information, 61 
contributions of, 102, 123, 176, 269 
introduction of, 91, 96, 204, 246 
Zone A knowledge, lack of, 182, 236 
Zones of acceptance, 93, 94 
Zones of knowledge, 48, 50, 66, 82, 
83, 90, 93, 182, 242 
acceptance, 93 
dual use of, 93 
factual information, 93 
shifts in, 06, 89, 244, 263 
women, 242 

Zone shifts, in acceptance, 93, 120 
of factual knowledge, 93 



